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ABSTRACT
The p rin c ip a l ob jective o f th is  s tu d y  is  th e  e xp lica tio n  o f the im pact 
o f incen tives on m easures o f perform ance. The effects o f con tingent 
com pensation (com m issions and bonuses) on ro le  stress, jo b  a ttitu d es , 
and perform ance outcom es were s tu d ie d  in  a  m u lti- in d u s tiy  sam ple o f 
255 employees.
It w as hypothesized th a t as com pensa tion  con tingency increases, 
ro le c o n flic t and fin a n c ia l a n x ie ty  a lso increase and  the  increase in  stress 
w ould  be negative ly re la ted  to  in -ro le  perfo rm ance , o rgan iza tiona l 
com m itm ent, and jo b  sa tis fac tion . F in a lly , i t  w as hypothesized th a t as 
o rgan iza tiona l com m itm ent and jo b  sa tis fa c tio n  are reduced, in te n t-to - 
leave w ill be increased and e x tra -ro le  perfo rm ance  w ill be reduced. The 
sum  o f these re la tion sh ip s , i. e., th e  hypothesized  negative im pact o f 
com pensation con tingency on in -ro le  and  e x tra -ro le  perform ance and its  
positive im p a c t on tu rn o ve r, is  co u n te r to  th e  re su lts  predicted by 
expectancy theory. U nde rs tand ing  these re la tio n s h ip s  can add to the  
a b ility  o f m anagers to  evaluate a lte rn a te  com pensa tion  p lans.
D ata  was collected b y  m eans o f a  se lf-re p o rt questionna ire  
adm in iste red  to in d iv id u a ls  w ho receive som e elem ent o f th e ir 
com pensation based on perform ance con tingencies. The isom orph ism  o f
iii
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
s in g le -in d u s try  com pensation p la n s  w as avoided b y  in c o rp o ra tin g  
in d iv id u a ls  fro m  va rio u s  in d u s trie s . The com pensation o f in d iv id u a ls  
in c lu d e d  in  the  sam ple ranged o f fro m  100% perform ance based to  100%  
sa la ry . E xp ress ing  com pensation as a  con tinuous va ria b le  a llow ed th e  
m o de l re la tio n s h ip s  to  be eva luated u s in g  regression ana lys is . P a th  
c o e ffic ie n ts  were developed fo r m ode l variab les.
The ana lys is  revealed th a t reduced incom e and increased  
co m p e n sa tio n  con tingency re s u lt in  increased levels o f fin a n c ia l a n x ie ty . 
The o n ly  s ig n ific a n t m odel lin k  to  in -ro le  perform ance was fin a n c ia l 
a n x ie ty  (negative). O th e r m odel p a th s  supported e a rlie r research (e. g. 
M acK enzie , e t a l., 1998).
A  secondary objective w as to  d iffe ren tia te  between th e  
re la tio n s h ip s  fo r the d im ensions o f jo b  sa tis fac tion  ( in trin s ic  a n d  
e x trin s ic ) an d  those fo r the  com bined jo b  sa tis faction  co n s tru c t. O ne 
re s u lt w as th a t the  MacKenzie, e t a l. (1998) jo b  sa tis fa c tio n  -  e x tra -ro le  
p e rfo rm a n ce  p a th  proved to be s ig n ifica n t on ly  fo r in tr in s ic  jo b  
s a tis fa c tio n  w hen u s in g  IJS and  EJS. Also, the jo b  sa tis fa c tio n  -  
o rg a n iz a tio n a l com m itm en t -  e x tra -ro le  perform ance linkages w ere 
re p la ce d  b y  an  in tr in s ic  jo b  sa tis fa c tio n  -  extra-ro le  perfo rm ance p a th  
w h e n  IJS  a n d  EJS were su b s titu te d  fo r the  com bined JS m easure.
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CHAPTER 1
INTRODUCTION
The purpose o f th is  chap te r is  to  in tro d u c e  th is  d isse rta tio n , w h ich  
analyzes the effects o f co n tin g e n t co m pe n sa tio n  on  sales representa tives 
and custom er con tact em ployees. The e ffects  s tu d ie d  in c lu d e  d iffe rences 
in  ro le  co n flic t, fin a n c ia l anx ie ty , jo b  a ttitu d e s , and perform ance 
outcom es. F irs t, the  im portance  o f a ch ie v in g  a  b e tte r u n d e rs ta n d in g  o f 
the  effects o f u s in g  co n tin g e n t fo rm s o f com pensa tion  (com m issions, 
bonuses, etc.) w ill be exp la ined. Each c o n s tru c t to  be stud ied  w ill then  
be described and its  th e o re tica l re la tio n s h ip  to  o th e r co n s tru c ts  w ill be 
exp lica ted , as w ill its  o ve ra ll im po rtance  to  th e  s tu d y . F in a lly , the  p la n  o f 
s tu d y  w ill be in trod u ce d  a long w ith  a  m ode l re la tin g  th e  co n s tru c ts  o f the  
s tudy.
Importance of the Study
The success o f sales and service re p re se n ta tive s  in  o b ta in in g  sales 
fro m  new  custom ers and in  re ta in in g  e s ta b lish e d  custom ers and the  
c o n tin u in g  business fro m  them , is  fu n d a m e n ta l to  th e  success o f the  
com panies they represent. B y th e ir  e ffo rts , sales represen ta tives and 
custom er con tact em ployees lin k  th e  com pany to  its  custom ers. They
1
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
2
prov ide  m a n y  services in  th e ir a tte m p ts  to  forge and m a in ta in  the  
co m pa n y ’s co n n e ctio n  w ith  its  custom ers: educating custom ers a b o u t 
p ro d u c ts  a n d  services, reso lv ing  cu s to m e r problem s, b u ild in g  com pany- 
cu s to m e r re la tio n sh ip s , p ro v id in g  feedback from  custom ers, and 
p ro v id in g  in fo rm a tio n  on com petito rs .
F o r m a n y  com panies , however, th e  custom er-com pany lin k  is o n ly  
v is ib le  a t th e  tim e  o f sale. For these com panies, in  a very rea l sense, the  
co m p a n y-cu s to m e r co nnection  o n ly  e x is ts  w hen a sale is  m ade and an 
o rd e r is  p laced . Because o f the  need to  encourage sales and perform ance 
re s u lts , com pan ies lo o k  fo r ways to  m o tiva te  th e ir sales and service 
re p re se n ta tive s  to  m axim ize  both  th e  a m o u n t o f tim e spent in  d ire c t 
se llin g  a c tiv itie s  and  th e ir  e ffo rts  in  these activ ities . Perhaps the  m ost 
com m on w a y  by w h ic h  com panies a tte m p t to do th is  is th ro u g h  the use 
o f c o n tin g e n t com pensa tion .
E xp e c ta n cy  th e o ry  pos its  th a t i f  a person believes in  the  
e xpectancy-rew ard  lin k , m o tiva tio n  w ill increase. An im p lic a tio n  o f 
expectancy th e o ry  is  th a t i f  m o tiva tio n  is  reduced, perform ance shou ld  
a lso be degraded. E m p iric a l research in to  the effects o f co n tin g e n t 
rew ards h a s  show n th a t su ch  rew ards reduce in trin s ic  m o tiva tio n  (Deci, 
1972). K o h li (1985), how ever, found  one fo rm  o f contingency, co n tin g e n t 
a p p ro v in g  b e h a v io r o f superv iso rs, to  be p o s itive ly  re lated to ro le  c la rity . 
P re su m a b ly  th is  re s u lt derives fro m  th e  feedback provided by th is  
s u p e rv iso ry  b e hav io r (Deci, 1972).
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The co n tro llin g  and stressing  c h a ra c te ris tic s  o f co n tin g e n t rew ards 
m ay have the  opposite effect on perfo rm ance. Fo r exam ple, B ehrm an &  
P erreau lt (1984) found ro le  am b igu ity , a n o th e r com ponent o f ro le  stress, 
to  be negative ly related to perform ance.
Contingent Compensation
Because com panies a c t to m otiva te  sales represen ta tives and to 
d ire c t th e ir  activ ities tow ard  com pany ob jectives, m ost sales 
representa tives receive incen tive  com pensa tion  in  some fo rm . F o r some, 
the incen tive  elem ent o f com pensation is  a n  a n n u a l bonus based on 
perform ance. For others, th e  incen tive  com ponen t is  a  s u b s ta n tia l and 
m ean ing fu l com ponent o f every paycheck. In  fac t, fo r m any sales 
representa tives the en tire  paycheck is  based on  th e ir  perform ance d u rin g  
the  previous pay cycle.
E xpectancy theory (Vroom  1964, P o rte r &  Law ler, 1968) suggests 
th a t m o tiva tio n  is  the re s u lt o f an e va lu a tio n  o f a  rew ard  con text. The 
am oun t o r level o f m o tiva tio n  produced b y  a  rew ard , accord ing  to 
expectancy theory, is a  re s u lt o f the in te ra c tio n s  o f th ree  facto rs:
♦ the be lie f th a t the ca lle d -fo r re s u lt can  be a tta in e d ,
♦ the  b e lie f th a t such  a tta in m e n t w ill in  fa c t be rew arded,
♦ the  desire to o b ta in  the  proffered rew ard .
The in te ra c tio n  o f expectancy, in s tru m e n ta lity , and valence 
produces m otiva tion . P rovid ing  a  desired rew ard , based on a tta in a b le
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perfo rm ance , w h ic h  th e  represen ta tive  believes w ill be realized upon  
s a tis fa c to iy  a cco m p lish m e n t, shou ld  serve to  m otiva te  perform ance.
S im ila rly , in  econom ic th e o ry  the  p rob lem  o f agency exists when an 
agent is  n o t m o tiva te d  to  pe rfo rm  acco rd ing  to the  desires o f the  
p rin c ip a l, i. e., “ th e  p rin c ip a l-a g e n t p rob lem  arises w hen the agents have 
ob jectives th a t d iffe r fro m  those o f the  p rin c ip a l” (M aurice &  Thom as, 
1995, p. 654). The agency p rob lem  is  a  re s u lt o f the  m o ra l hazard. A n y  
tim e  a p a rty  to  an  agreem ent has an  in ce n tive  (a m otivation) n o t to 
com ply fu lly  w ith  th e  agreem ent, a  m o ra l hazard  exists. Th is extends to  
ou ts ide  sa les re p re se n ta tives  w ho m ig h t fin d  g rea te r u t ility  in  spending 
th e ir tim e  in  p e rso n a l p u rs u its  ra th e r th a n  sales a c tiv itie s . I t  a lso 
extends to  o th e r cu s to m e r co n ta c t em ployees w ho m ig h t be less frie n d ly  
o r h e lp fu l to w a rd s  cus tom ers  in  the absence o f a  fin a n c ia l reward. T h is  
w o u ld  c e rta in ly  be m ore lik e ly  i f  there is  no tra d e -o ff fo r do ing  so, i. e., i f  
the  sales o r service re p re se n ta tive ’s com pensa tion  were unaffected by th e  
la c k  o f sales o r o th e r perform ance re s u lts . C om panies often a tte m p t 
solve the  agency p ro b le m  b y  ty in g  the  sales and  service representa tives’ 
incom e to  th e  a tta in m e n t o f com pany goals; e. g., to  sales, new accounts, 
re te n tio n  ra te s  fo r  e x is tin g  accounts. B y u tiliz in g  pay-fo r-perfo rm ance, 
m anagem ent hopes to  obv ia te  the  m o ra l hazard . As Swanson (1972 p. 
704) p u t it ,  “As fo r re s p o n s ib ility  and goodness -  as com m only defined -  
no one ... w o u ld  w a n t o r need them . They re fe r to  m an ’s behaving w e ll 
desp ite  th e  absence o f p o s itive  re in fo rcem en t th a t is  obv ious ly  s u ffic ie n t
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to  e xp la in  it. Where such reinforcem ent ex ists , ‘no one n ee d s  goodness.’ ” 
(Ita lic s  added).
O thers, however, have questioned  th e  ‘obvious s u ffic ie n c y ’ o f 
rew ards to  exp la in  hum an behavio r. The co n tro llin g  e ffec ts  o f rew ards 
m ay produce a n c illa ry  behaviors and a ttitu d e s  w h ich  o ffse t th e ir  va lue  as 
m o tiva to rs  o f sales and service rep resen ta tive  behavior (D eci, 1972).
Role Conflict
Role co n flic t arises because th e  sales and  service re p re se n ta tives  
experience co n flic tin g  dem ands. “Role c o n flic t is  the degree to  w h ic h  
salespeople receive incom pa tib le  dem ands fro m  th e ir ro le -s e t m em bers 
(e. g., peers, m anagem ent, o r custom ers) th a t ca n n o t be sa tis fie d  
s im u ltaneous ly”  (D ub insky &  H a rtle y , 1986). A t a  fu n d a m e n ta l leve l, th e  
objectives o f the  sales and service represen ta tives ’ cu s to m e rs  are 
d iffe re n t from  those o f the com pany he o r she represents. S e llin g  p rice , 
level o f service, p roduct fea tu res, e tc., are a ll lik e ly  to  be su b je c t to 
d iffe rin g  desires o f the two p a rtie s . Yet the sales a n d  service 
representatives m u st a ttem p t to  sa tis fy  b o th  s im u lta n e o u s ly  in  o rd e r to  
be successfu l. A ttem p ting  to b e n e fit one a t th e  expense o f th e  o th e r m ay 
n o t o n ly  affect the  sales rep resen ta tives ’ long -te rm  success b u t co u ld  
have d ram atic  effects on sh o rt-te rm  incom e.
S u rp ris in g ly , there seems to  be a  com plete  absence o f resea rch  in to  
the  effects o f con tingen t com pensation  on ro le  co n flic t. A s p re v io u s ly
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m entioned, K o h li fo u n d  ro le  c la r ity  to  be re lated to  co n tin g e n t approving 
behavior by supe rv iso rs, b u t the  e ffects o f co n tin g e n t com pensation on 
aspects o f ro le  stress o r fin a n c ia l a n x ie ty  have n o t been researched. It 
seems reasonable to  expect an  increased level o f stress to fo llow  
increasing  levels o f c o n tin g e n t com pensation . D u b in sky  8s H a rtle y  (1986) 
found  in d iv id u a ls  h ig h  in  s e lf-m o n ito rin g  (the degree to  w h ich  they adapt 
th e ir behavior based on  s itu a tio n a l cues -  Snyder, 1974) also experience 
ro le  co n flic t. A  com m on an teceden t to bo th  ro le  c o n flic t and self­
m o n ito rin g  behavio r m ig h t w e ll be com pensation o r rew ard  s tru c tu re .
P rio r research has show n th a t m o tiva tio n  is  s ig n ific a n tly  and 
negative ly affected by ro le  s tress in  genera l and ro le  c o n flic t in  p a rtic u la r 
(Tyagi, 1985). Tyagi s tu d ie d  th e  e ffects o f ro le c o n flic t, ro le  overload, role 
am b igu ity , and s u b -u n it c o n flic t on  th e  levels o f in tr in s ic  and ex trins ic  
m o tiva tio n  on sales people . Tyag i’s sam ple was com prised o f 104 life  
insu rance  agents re p re se n tin g  a  s ing le  com pany. H is  re su lts  showed 
th a t app rox im a te ly  30%  o f the va riance  in  o ve ra ll m o tiva tio n  was 
expla ined by ro le  stress. He also concluded th a t “Role c o n flic t was 
shown to produce th e  m o s t s ig n ific a n t negative in flu e n ce  on both 
in tr in s ic  and  e x trin s ic  m o tiv a tio n  ...” (p. 302).
Jackson and S c h u le r (1985) perform ed a m e ta -ana lys is  s tudying  
29 corre la tes o f ro le  a m b ig u ity  and  ro le  co n flic t. T h e ir s tu d y  included 
ten  o rgan iza tiona l co n te x t va ria b les , five  in d iv id u a l ch a ra c te ris tics , ten 
affective reactions, a nd  fo u r b e h a v io ra l reactions. They inc lu d e d  the
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re su lts  o f 96 stud ies across m any in d u s trie s  and p ro fess ions w ith  to ta l 
sam ple o f 15,9?>6. Referencing research b y  Caplan 8s Jo n e s  (1975); 
F rench 8s Caplan (1970, 1972); and Ivancevich, et a l. (1982), Ja ckso n  
and S chu le r state: “ P ro jects in  w h ich  physio log ica l d a ta  su ch  as h e a rt 
ra te  and blood p ressure  have been collected ind ica te  th a t ro le  a m b ig u ity  
and  ro le  co n flic t, especia lly  ro le  co n flic t, m ay have p h ys io lo g ica l 
consequences” (p. 40).
Role co n flic t m ay act to im p a ir perform ance th ro u g h  e ith e r 
cognitive  o r m o tiva tio n a l effects. From  a  cognitive p e rsp e ctive , the  
in d iv id u a l faces a  tru e  d ilem m a a b o u t fundam en ta l issu e s  re la tin g  to 
perform ance. The sales and  service representative  m u s t recogn ize  th a t 
there is  a t best incom p le te  in fo rm a tio n  from  w h ich  to  d e te rm in e  
app ropria te  behaviors th a t w o u ld  sa tis fy  a ll parties, a n d  th a t i t  is  
im possib le  to accom plish  everyth ing  expected by su p e rv iso rs  a nd  by 
custom ers. From  a  m o tiva tio n a l perspective, pe rfo rm ance  s h o u ld  be 
degraded by the e ffect o f ro le  co n flic t on e ffo rt-to -p e rfo rm a n ce  and 
perfo rm ance-to -rew ard  expectancies (Jackson and S chu le r, 1985, p . 43).
W ith  incom plete  in fo rm a tio n  and co n flic tin g  dem ands, th e  sales 
representative has lit t le  assurance th a t e ffo rt w ill p roduce  th e  desired  
re su lts  o r th a t the re s u lts  achieved fo r the  com pany w ill s a tis fy  those 
desired by the custom er, o r vice-versa. The effects o n  m o tiv a tio n  
p red icted  here are those con firm ed  by Tyagi (1985). I f  e xp e cta ncy  is  
reduced by ro le  c o n flic t, expectancy th e o ry  suggests p e rfo rm a n ce  w ill
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also be reduced. In  th is  s tu d y  ro le  c o n flic t w ill be m odeled as a key 
m edia to r lin k in g  co n tin g e n t com pensa tion  to  in -ro le  perform ance and to 
jo b  a ttitu d e s  (o rg a n iza tio n a l co m m itm e n t a nd  jo b  sa tis faction ).
Financial Anxiety
F in a n c ia l a n x ie ty  is  im p o rta n t because i t  re flec ts  an in d iv id u a l’s 
m an ifes ta tions o f conce rns a b o u t m oney. A n x ie ty  in  genera l is  the  re su lt 
o f a perceived la c k  o f c o n tro l o r p re d ic ta b ility . W h ite  (1974) asserts th a t 
m astery serves as a defense a g a in s t a n x ie ty . M astery, o f course, 
provides a sense o f c o n tro l an d  p re d ic ta b ility . F in a n c ia l anxie ty, then , is  
the re s u lt o f a  la c k  o f c o n tro l o r p re d ic ta b ility  in  re la tio n  to  one’s 
finances. T h is  a n x ie ty  stem s fro m  conce rn  over incom e o r outgo. O n the 
incom e side o f th e  ledger, a n x ie ty  m ig h t re s u lt fro m  concern over am oun t 
or tim in g  o f incom e. F in a n c ia l w o rrie s  in  p a rtic u la r  seem to cross the 
boundaries betw een w o rk  and  n o n -w o rk  a t w ill. An in d iv id u a l 
a ttem p ting  to  cope w ith  an  u n p re d ic ta b le  incom e m ig h t feel stress o r 
anxie ty o f a  m u ch  m ore genera lized  and  u b iq u ito u s  n a tu re  th a n  th a t 
captured by m easures o f ro le  a m b ig u ity  an d  ro le  c o n flic t. In  th is  study, 
fin a n c ia l a n x ie ty  w ill be m odeled as a  key m e d ia to r lin k in g  com pensation 
contingency to  jo b  s a tis fa c tio n .
Perform a nee
Perform ance is  th e  p r in c ip a l ou tcom e m easure  o f the  s tudy. I f  
expectancy th e o ry  and  agency th e o ry  e xp la in  th e  lo g ic  beh ind  con tingen t
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co m pe n sa tio n , th e y  do so because they describe the  m anner in  w h ich  
one in d iv id u a l can cause (or in h ib it) the  behavior o f an o th e r to w a rd  the  
a tta in m e n t o f o rgan iza tiona l goals. D arm on (1974) suggests 
co m pe n sa tio n  schemes serve th ree  functions: com pensating, m o tiva tin g , 
a n d  d ire c tin g . The desire to  m otiva te  and d ire c t the behavio r o f the  
in d iv id u a l sales and service representa tive  tow ard  behaviors th a t achieve 
o rg a n iz a tio n a l ob jectives drives the  design o f com pensation p la n s  tow ard  
in ce n tive s  and  com m issions (D arm on, 1974). T h is  s tudy  w ill a tte m p t to 
m easu re  th e  re la tio n sh ip  o f incen tives and com m issions to  m easures o f 
in -ro le  (job descrip tion ) perform ance.
Extra-role Performance
In  a d d itio n  to  the m easures o f in -ro le  perform ance, th is  s tu d y  w ill 
a lso  m easure  e x tra -ro le  perform ance and its  re la tio n sh ip s  w ith in  the 
p roposed  m odel. B a rna rd  (1938) said “ ... i t  appears u tte rly  c o n tra ry  to 
th e  n a tu re  o f m en to be s u ffic ie n tly  induced b y  m a te ria l o r m one ta ry  
c o n s id e ra tio n s  to  co n trib u te  enough e ffo rt to a  cooperative system  to  
e nab le  i t  to  be p ro d u c tive ly  e ffic ie n t to  the  degree necessary fo r 
p e rs is te n ce  over an extended period” (p. 93). Katz (1964) no ted , “A n 
o rg a n iza tio n  w h ich  depends so le ly upon its  b lu e -p rin ts  o f p rescribed  
b e h a v io r is  a  ve ry frag ile  socia l system ” (p. 132). B o th  a u th o rs  are 
re fe rr in g  to  th e  m any acts o f responsib le  c itizens th a t serve to  m a in ta in  
th e  o rg a n iza tio n  to  w h ich  th e y belong b u t w h ich  m ay n o t be observed,
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m ay no t be m easurable, and  are the re fo re  n o t com pensable o r 
con tro llab le . Inc luded  are “ ... the  d a y -to -d a y  spontaneous p rosocia l 
gestures o f in d iv id u a l accom m odation  to the  w o rk  needs o f o thers” 
(S m ith , et a l., 1983, p. 653). Indeed, th e  a ltru is tic  behaviors w h ich  serve 
to  m a in ta in  and s tab ilize  o rgan iza tions  appear to be th e  o rgan iza tiona l 
m an ifesta tion  o f ‘re c ip ro ca l a ltru is m ’ w h ich  is  theorized by evo lu tio n a ry  
psychologists to be the  bas is  fo r coopera tion  and the  e vo lu tio n a ry  
success o f social species (H am ilton , 1964; T rivers, 1971; A xe lrod &  
H am ilton , 1981; Cosm ides, 1989). In  fa c t, R ush ton  (1986) in  a  s tu d y  o f 
573 a d u lt tw in  p a irs  o f b o th  sexes, de te rm in e d  th a t 60%  o f a ltru is m  is  
th e  re su lt o f hered ity . In  th is  s tu d y , e x tra -ro le  perform ance w ill be 
m odeled as an outcom e affected by o rga n iza tio n a l com m itm en t, jo b  
sa tis faction , and in te n t to  leave.
Intent to Leave
In ten tion  to leave ( in te n t to  q u it, p rop e n s ity  to leave) has been 
suggested as the im m edia te  p recu rse r to  a c tu a lly  leaving an  o rgan iza tion  
(M obley, 1977). E m p irica l research has show n in te n tio n -to -le a ve  to  be 
s ig n ifica n tly  and p o s itive ly  co rre la ted  to  a c tu a l tu rnove r. H orn and  H u lin  
(1981), fo r exam ple, fo u n d  a  co rre la tio n  o f .71 between in te n tio n  to 
re e n lis t and a c tu a l re e n lis tm e n t in  a  sam ple o f n a tio n a l guardsm en. 
Horn and G riffe th  (1991) fo u n d  a  s ig n ific a n t co rre la tio n  o f -.38  between 
in te n tio n  to q u it and re te n tio n  in  a  s tu d y  o f nurses. In  a  m eta -ana lys is ,
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H orn, C a ra n ikas-W a lke r, P russia , and G riffe th  (1992) review ing 17 
s tu d ie s  and  a  to ta l sam ple size o f 5 ,013 fo u n d  q u it in te n tio n  co rre la ted  
a t .36  w ith  tu rn o v e r. T e tt &  M eyer (1993) pub lished  the  re s u lts  o f 
a n o th e r m e ta -a n a lys is . T h e ir re su lts , based on 6 independent sam ples 
w ith  an  aggregated sam ple size o f 1,034 produced a co rre la tion  o f .39 
betw een tu rn o v e r in te n tio n  and a c tu a l tu rn o ve r.
Because in te n t to  leave has been show n to consis ten tly  co rre la te  
s ig n ific a n tly  w ith  a c tu a l tu rn o ve r, and  because u s in g  i t  as an in d ic a to r o f 
a c tu a l tu rn o v e r obvia tes the  need fo r lo n g itu d in a l study, in  th is  s tu d y  
in te n t-to -le a v e  w ill be used in  o rde r to represent the re la tio n sh ip s  
betw een tu rn o v e r and  o th e r s tu d y  variab les.
Job Satisfaction
Job  s a tis fa c tio n  has been the  sub ject o f research at least since the  
H a w th o rn e  s tu d ie s  o f the  1920s (R oeth lisberger 8s D ickson, 1939). Job 
s a tis fa c tio n  is  th e  “p leasurab le  o r positive  em otiona l state re s u ltin g  fro m  
th e  a p p ra is a l o f one’s jo b  o r jo b  experiences” (Locke, 1976 p. 1300). The 
d e fin itio n  o f jo b  sa tis fa c tio n  fo r salespeople given by C h u rch ill, Ford , 8s 
W a lke r (1974) in c lu d e s  “a ll ch a ra c te ris tics  o f the  jo b  its e lf and the  w o rk  
e n v iro n m e n t w h ic h  [in d u s tria l] salesm en fin d  rew ard ing, fu lfillin g , and  
s a tis fy in g , o r fru s tra tin g  and u n s a tis fy in g ” (p. 225).
A n  in d iv id u a l’s a ttitu d e  a b o u t h is  o r h e r job  shou ld  have 
m e a n in g fu l im p lic a tio n s  a b o u t how  he o r she does it. M any h u m a n -
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re la tio n s  e ra  researchers sough t to  e s ta b lish  a  co n n e ctio n  between jo b  
sa tis fa c tio n  and perform ance (e. g. M cG regor, 1960). B ra y iie ld  8s 
C rocke tt (1955), however, c ite d  c o n flic tin g  research  re su lts  and  
questioned th is  view . P orte r 8s L a w le r (1968) espoused the view  th a t 
perform ance leads to  jo b  sa tis fa c tio n . T h is  has becom e the g e ne ra lly  
accepted view . Even so, the  s tre n g th  o f th e  re la tio n s h ip  appears to  be 
ve ry  w eak (Iaffaldo 8s M u ch insky , 1985).
G reater jo b  sa tis fa c tio n  has a lso  been g e n e ra lly  re la ted  to reduced 
p ro p e n s ity  to leave th e  o rg a n iza tio n  (B ra y fie ld  8 s C rocke tt, 1955; 
M owday, Koberg, 8 s M cA rth u r, 1984) an d  w ith  reduced ra tes  o f 
absenteeism  (Porter 8 s Steers, 1973). In  a d d itio n , jo b  sa tis fa c tio n  has 
been show n to be s tro n g ly  re la ted  to  o rg a n iza tio n a l com m itm en t (Porter, 
S teers, 8 s M owday, 1974) and to  o rg a n iza tio n a l c itize n sh ip  behavio rs 
(S m ith , O rgan, &  Near, 1983; O rgan, 1988).
The im portance  o f jo b  sa tis fa c tio n  lie s  n o t in  its  re la tio n sh ip  w ith  
perform ance b u t w ith  its  s ta b iliz in g  e ffects (reduc ing  ta rd in e ss ,
0
absenteeism , and tu rnove r) and  th ro u g h  its  e ffects on cohesion 
(increasing  o rgan iza tiona l c itiz e n sh ip  b e hav io rs  and  o rga n iza tio n a l 
co m m itm e n t). In  th is  s tu d y  jo b  sa tis fa c tio n  w ill be m odeled as m e d ia tin g  
the  effects o f in -ro le  perform ance, ro le  c o n flic t, and  jo b -in d u ce d  te n s io n  
on in te n t to  leave and e x tra -ro le  pe rfo rm ance .
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Organizational Commitment
O rg a n iza tio n a l com m itm en t is  also an im p o rta n t jo b  a ttitu d e . As 
de fined  b y  M ow day, Porter, &  Steers (1982 p. 6 ) o rgan iza tiona l 
co m m itm e n t is  “ th e  re la tive  s tre n g th  o f an in d iv id u a l’s id e n tifica tio n  w ith  
and in vo lve m e n t in  a  p a rtic u la r o rgan iza tion . ... I t  can be characterized 
by a t le a s t th re e  fac to rs : (a) a  s tro n g  b e lie f in  ... the o rgan iza tion ’s goals 
and va lues; (b) a  w illin g n e ss  to  e xe rt considerable e ffo rt on b e h a lf o f the  
o rg a n iza tio n ; a n d  (c) a  s trong  desire  to m a in ta in  m em bership in  the  
o rg a n iza tio n .”
O rg a n iza tio n a l co m m itm e n t has been found  to be nega tive ly  
re la ted  to  tu rn o v e r (Mowday, e t a l., 1979; Horn Karterberg &  H u lin , 
1979; A ng le  &  P erry, 1981; T e tt &  M eyer, 1993), negatively re la ted  to 
ta rd in e ss  (Angle &  Perry, 1981; M owday, et a l., 1979), and nega tive ly 
re la te d  to absentee ism  (Steers, 1977; M owday, et a l., 1979).
M ow day, e t a l. (1982) hypothesized organ iza tiona l com m itm ent to 
be a  fu n c tio n  o f pe rsona l ch a ra c te ris tics  (e. g. age, tenure, educa tion), 
ro le  ch a ra c te ris tic s  (e. g. ro le  stress, jo b  scope), s tru c tu ra l ch a ra c te ris tics  
(e. g. size o f th e  o rgan iza tion , fo rm a liza tio n , occupationa l groupings), and 
w o rk  experiences (e. g. o rg a n iza tio n a l dependab ility , pay equ ity , m et 
e xp e cta tion s).
The im p o rta n ce  o f o rga n iza tio n a l com m itm ent, like  jo b  sa tis fa c tio n , 
derives fro m  its  im p a c t on the s ta b ility  o f the organization. In  th is  s tu d y
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o rga n iza tio n a l com m itm ent w ill be m odeled as the  key m e d ia to r lin k in g  
ro le c o n flic t and extra -ro le  perform ance.
Further Research
One o f the p rin c ip a l questions th a t needs fu r th e r  s tu d y  is : “W h a t 
are the  effects o f co n tin g e n t com pensation  on ro le  stress and ro le  
tens ion ; i.e ., do these stresses come w ith  b o u n d a ry  sp a n n in g  o r do th e y  
also stem  fro m  the s tru c tu re  o f com pensation?”
B ehrm an &  P erreau lt (1984) fo u n d  s u p p o rt fo r th e ir  hyp o th es is  
th a t “ ro le co n flic t is  a n  unenviab le  b u t neverthe less basic and  
unavo idab le  ch a ra c te ris tic  o f the  se llin g  jo b  — and  th a t e ffective  
perform ance depends on th e  sales represen ta tive  c o n fro n tin g  and cop ing  
w ith  th a t co n flic t” (p. 13). The th e o re tica l deve lopm ent o f ro le  c o n flic t 
suggests th a t it  should  im p a ir perfo rm ance. “Role th e o ry  states th a t, 
w hen the behaviors expected o f an  in d iv id u a l are in c o n s is te n t -  one k in d  
o f ro le  c o n flic t -  he w ill experience stress, becom e d issa tis fie d , and 
p e rfo rm  less effective ly th a n  i f  th e  expecta tions im posed on  h im  d id  n o t 
co n flic t” (Rizzo et a l., 1970).
I f  se llin g  en ta ils  cop ing  w ith  ro le  c o n flic t, se llin g  a  lo t in tu itiv e ly  
m eans cop ing w ith  a lo t o f ro le c o n flic t. The d ire c tio n a lity  is  im p o rta n t. 
The B ehrm an and P e rrau lt re su lts  showed a  p o s itive  c o rre la tio n  between 
perform ance and levels o f ro le c o n flic t. W hat th is  suggests is  th a t 
successfu l (h igh-perfo rm ing) sales rep resen ta tives are ab le  to overcom e
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the effects o f ro le  c o n flic t, b u t a t the  sam e tim e experience more ro le  
c o n flic t because o f th e ir  perfo rm ance leve l. The re su lts  o f Behrm an and 
P erreau lt are th u s  n o t a t odds w ith  th e o ry  w h ich  suggests th a t ro le 
co n flic t im pedes sales e ffo rts  and re su lts . O thers (e. g. Selye, 1975) who 
suggest th a t ro le  c o n flic t p la ys  a p os itive  fu n c tio n  -  a  fo rm  o f eustress -  
m ay s im p ly  have th e  ca u sa l d ire c tio n  reversed. I t  m ay be h ighe r 
perform ance th a t p rod u ce s h ighe r ro le  c o n flic t, no t th a t h igher levels o f 
stress c o n trib u te  to  perfo rm ance.
In  the  B e h rm a n  a n d  P erreau lt m odel, the  antecedents o f role stress 
were ro le  c h a ra c te ris tic s . As such, th e y  a ll re late to  the  b o unda iy- 
spanner fu n c tio n s . L ittle  can be done to  change the ro le  characte ris tics 
o f b o u n d a ry  spanners.
The p r in c ip a l q u e s tio n  addressed in  th is  research is  w hether the 
con tingency o f co m pe n sa tio n  acts to  increase role co n flic t and th u s  
exacerbate th e  im p a c t o f ro le  co n flic t on  perform ance outcom es: in -ro le  
perform ance, e x tra -ro le  perform ance, and  in te n t-to -le a ve . Im po rtan tly , 
the effects on jo b  s a tis fa c tio n  and o rga n iza tio n a l com m itm en t w ill also be 
stud ied .
Contributions of This Stndy
The c o n trib u tio n s  o f th is  s tu d y  com e from  th re e  d is tin c t areas: 
m anagem ent o f th e  sales fu n c tio n , th e o re tic a l e xp lica tion  o f the im pact o f 
co n tin g e n t co m pe n sa tio n  on  m odel co n s tru c ts , and c la rifica tio n  o f the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
16
re la tio n sh ip  o f ro le co n flic t and fin a n c ia l a n x ie ty  to  pe rfo rm ance  and  
tu rn o ve r.
B e tte r m anagem ent o f the sales fu n c tio n  w ill re s u lt fro m  a b e tte r 
u n d e rs ta n d in g  o f the  re la tio n sh ip  o f incen tives to  pe rfo rm ance . I f  th e  
re la tio n sh ip  is  s tra igh tfo rw a rd , i. e., i f  in cen tives re s u lt in  p e rfo rm ance  
im provem ent, th e ir use is  im p o rta n t fo r business success. O n th e  o th e r 
hand , i f  the  re su lts  o f incen tive  use is  m ore com plex (as hypo thes ized  in  
the  proposed m odel), th e n  the  use o f incen tives becomes p ro b le m a tic  a n d  
m ore d iff ic u lt to  manage. U nderstand ing  th e  re la tio n sh ip s  m ore  fu lly  is  
im p o rta n t to m aking  decisions abou t the use o f co n tin g e n cy  
com pensation  and m anaging any i l l  effects.
The re la tio n sh ip  o f ro le c o n flic t and fin a n c ia l a n x ie ty  on 
perform ance needs to  be c la rified . As these co n s tru c ts  w ere developed 
they  were th o u g h t o f as im p a irin g  perform ance (Rizzo, H ouse, 85  
L irtzm a n , 1970; House &  Rizzo, 1972). M ore re ce n tly  some researchers 
have questioned w he ther the  re la tio n sh ip  is  c u rv ilin e a r (e. g. B e h rm a n  8 s 
P erreau lt, 1984; S ingh, 1998). The concept o f eustress (Selye, 1975) 
suggests th a t some levels o f stress m ay be b e ne fic ia l- These 
re la tio n sh ip s  w ill be tested w ith in  the  fram ew ork o f th is  s tu d y .
T heore tica l exp lica tion  is  needed to  n o t o n ly  to  c la r ify  th e  
re la tio n sh ip  between ro le  co n flic t and perfo rm ance, and  c o n tin g e n t 
com pensation  and ro le  c o n flic t/fin a n c ia l an x ie ty , b u t th e  m ed ia ted  
effects o f con tingen t com pensation on jo b  sa tis fa c tio n , o rg a n iz a tio n a l
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com m itm ent, and  pe rfo rm ance  outcom es also needs to  be c la rifie d . The 
m ediated effects o f co n tin g e n t com pensation  on e x tra -ro le  perform ance 
w ill also be stud ied .
Model
The core e lem ent o f th e  proposed m odel is  based on the 
re la tio n sh ip  o f ro le  s tress  to  jo b  sa tis fa c tio n  and  o rgan iza tiona l 
com m itm ent (Johnston , P a rasu ram an , F u tre ll, 8s B la ck , 1990). The 
Johnston , et a l., m odel tes ted  leadersh ip  behaviors as antecedent and 
p ropens ity  to leave and  tu rn o v e r as consequent.
B row n 8s Peterson (1993) used the core e lem ent w ith  perform ance 
ac tin g  to m ediate some o f th e  s tress effects on jo b  sa tis fa c tio n  and 
o rgan iza tiona l co m m itm e n t. M ackenzie, Podsakoff 8s A heam e used the 
B row n 8s Peterson m odel to  e xp lica te  the re la tio n sh ip s  o f bo th  in -ro le  
perform ance and e x tra -ro le  pe rfo rm ance  (OCBs).
The proposed m ode l w ill analyze th e  effects o f con tingen t 
com pensation on the  c o n s tru c ts  o f th e  M ackenzie e t a l. fo rm u la tio n .



















The Effects of Contingent Compensation 
Plan of Study
T h is  s tu d y  o f the e ffects o f co n tin g e n t com pensation  on  ro le  
c o n flic t, fin a n c ia l anxie ty, o rg a n iza tio n a l com m itm en t, jo b  s a tis fa c tio n , 
in -ro le  perform ance, extra -ro le  perform ance, an d  tu rn o ve r w as developed 
to  enhance th e  a b ility  o f m anagem ent to  s tru c tu re  com pensation  system s 
in  o rd e r to  fa c ilita te  perform ance and m in im ize  tu rn o ve r. C h a p te r 2 , 
L ite ra tu re  Review, reviews th e  lite ra tu re  on the  m odel va riab les  to  fu r th e r
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develop each w ith  respect to  h yp o th e s ize d  re la tionsh ips. C o n flic tin g  
concep tua l-theo re tica l deve lopm ent a n d  e m p irica l re su lts  is  be review ed. 
C hapter 3, Research M ethodology, e la b o ra te s  the m ethodology fo r da ta  
co llection , the sam p ling  fram e, a n d  th e  s ta tis tic a l analysis. C hap te r 4, 
Research F ind ings and  A n a lys is , p re se n ts  the  research re su lts  and 
ana lysis. C hapter 5, D iscuss ion  a n d  M anage ria l Im p lica tions, d iscusses 
the s tu d y ’s re su lts , review s th e  s tu d y ’s im p lica tio n s  from  a th e o re tica l 
perspective, id e n tifie s  areas re q u ir in g  fu rth e r  study, and re po rts  the 
s tu d y ’s im p lica tio n s  fo r p ra c tic in g  m anagers.
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CHAPTER 2  ^
LITERATURE REVIEW
Motivating and Directing Employees
M o tiva tin g  em ployees in  general, and salespeople in  p a rtic u la r, b y  
u s in g  perfo rm ance-con tingen t rew ards is  a long-estab lished m anagem ent 
p ra c tice . Rewards are used in  m anagem ent system s to  m o tiva te  
in d iv id u a l em ployees n o t ju s t to increase th e ir perform ance, b u t to a lig n  
th e ir  e ffo rts  w ith  o rgan iza tiona l goals and objectives. A ccord ing to  
B a rn a rd , a lignm en t o f in d iv id u a l se lf-in te rest w ith  the  in te re s ts  o f th e  
o rg a n iza tio n  is  the  basis o f organ iza tiona l efficiency. “ ... [T]he
e ffic ie n cy  o f a  cooperative system  is its  capacity to  m a in ta in  its e lf by  th e  
in d iv id u a l sa tis fa c tio n s  it  a ffo rds .” (Barnard, 1938, p. 57)
Expectancy th e o iy  (Vroom , 1964; Porter &  Law ler, 1968) describes 
w o rke r m o tiva tio n  as a  fu n c tio n  o f the in d iv id u a l’s expectancy o f 
successfu l perform ance (expectancy), the valence o r salience o f th e  
re w a rd  (valence), and the  b e lie f th a t perform ance w ill lead to rew ard  
(in s tru m e n ta lity ). Fo llow ing  expectancy theory, com pensation  p la n n in g  
sh o u ld  be based, a t least in  p a rt, on estab lish ing  the  p rop e r goal and  
re w a rd  com b ina tions th a t w ill e ffective ly m otivate em ployee perfo rm ance.
20
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Several researchers and  th e o ris ts  have ra ise d  se rious questions, 
however, about th e  e fficacy o f c a rro t-a n d -s tic k  te ch n iq u es  o f m o tiva tio n . 
H erzberg (1959) an d  Levinson (1973) w ere am ong  th e  firs t to  se rious ly  
question  the use o f incen tives as a  m anagem en t to o l. Festinger (1967) 
believed rewards w o u ld  a ffec t the  a ttitu d e  o f in d iv id u a ls  tow ard  th e ir 
w o rk  and th e ir u n d e rs ta n d in g  o f w h y  th e y  a re  w o rk in g . Fo llow ing  h is  
th e o ry  o f cognitive d issonance, F estinge r p re d ic te d  rew ards w o u ld  reduce 
in tr in s ic  m otiva tion .
In  order to  te s t the  re la tio n s h ip  be tw een m o ne ta ry  rew ards and 
in tr in s ic  m o tiva tion , D eci (1971) conducted  one la b o ra to ry  s tu d y  and one 
fie ld  study. In  th e  la b o ra to ry  e xpe rim en t, 2 4  u n d e rg ra d u a te  psychology 
s tu d e n ts  were d iv id e d  in to  tw o tw e lve -pe rson  g ro u p s  -  one experim en ta l 
and  one con tro l. The sub jects  w ere g iven th e  P arke r B ro th e rs  game 
ca lled  Soma and d iagram s show ing  c o n fig u ra tio n s  th e y  were asked to 
reproduce. In  th re e  th irte e n -m in u te  tr ia ls , th e y  w ere asked to  com plete 
as m any as possible.
The experim en ta l g roup  w as p a id  $  1 fo r each co n fig u ra tio n  
successfu lly reproduced in  tr ia l tw o. These su b je c ts  w ere to ld  there  was 
o n ly  enough m oney to  pay them  fo r one tr ia l a n d  th u s  th e y  cou ld  n o t be 
pa id  fo r the th ird  tr ia l. To m easure  in tr in s ic  m o tiva tio n , the  
experim enter le ft the  room  fo r e ig h t m in u te s  in  th e  m idd le  o f each 
session. A guise w as used to  e xp la in  the  in te rru p tio n . D u rin g  the  e igh t- 
m in u te  break th e  sub jects  were free to  p la y  w ith  the  game, read
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m agazines w h ic h  w ere provided, o r s im p ly  w a it. The a m ou n t o f tim e 
each su b je c t spen t p la y in g  the  game d u rin g  the  in te rru p tio n  was the 
m easure  o f in tr in s ic  m o tiva tio n .
The te s t used w as w h e th e r the  d iffe rence in  tim e  spent p lay ing  
Som a betw een th e  second and firs t in te rru p tio n ) was d iffe re n t fo r the 
e xp e rim e n ta l g ro u p  w hen com pared to the  co n tro l group. The d ifference 
w as s ig n ific a n t a t th e  .10 level. The in tro d u c tio n  o f rew ards in  tr ia l two 
fo r th e  e xp e rim e n ta l g roup s ig n ific a n tly  reduced the  a m ou n t o f tim e 
sp e n t p la y in g  th e  gam e in  the  second free-choice period w hen com pared 
to  th e  c o n tro l g roup .
In  a  fie ld  re p lic a tio n  designed to te s t the  same effect, Deci (1971) 
u tiliz e d  e ig h t s tu d e n ts  w o rk in g  on the college new spaper. Here the 
m easure  o f in tr in s ic  m o tiva tio n  w as tim e  spent w ritin g  headlines. U sing 
a  fo u r-p e rso n  e xp e rim e n ta l g roup and a fo u r person co n tro l g roup w ith  
fo u r t r ia l pe riods , th e  s tu d e n ts  w ere assigned to  w rite  headlines. I t  was 
assum ed th a t th e  m ore h ig h ly  m o tiva ted  s tuden ts  w o u ld  requ ire  less 
tim e  to  w rite  a  head line . As before, the  experim en ta l g roup was pa id  in  
tr ia l tw o  ($ .50  p e r headline) and th e  te s t w as the  d ifference between pre 
a nd  p o st t r ia l tim e  fo r the expe rim en ta l g roup  com pared to  the  d ifference 
fo r th e  c o n tro l g roup . Th is te s t achieved s ign ificance  a t .01 fo r the  tr ia l-  
th re e  d iffe rence  and  .10 fo r the  tr ia l- fo u r  d iffe rence. The in tro d u c tio n  o f 
a  m o n e ta ry  in ce n tive  increased th e  post-rew ard  tr ia l tim es fo r w ritin g  
h e a d lines .
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The hea d lin e -w ritin g  tim e  d iffe rence  fo r tr ia l tw o -  th e  rew ard  tr ia l 
— com pared to tr ia l one was n o m in a lly  low er fo r th e  expe rim en ta l 
(reward) group th a n  fo r the  c o n tro l group b u t Deci d id  n o t te s t the 
s ign ificance  o f th is  resu lt.
D eci (1972) rep lica ted the  Som a experim en t u s in g  a  sam ple o f 96 
undergraduate  students. In  th is  re p lica tio n  D eci sough t to  re la te  no t 
o n ly  the  re la tion sh ip  between m o ne ta ry  rew ard  and  in tr in s ic  m o tiva tio n , 
b u t also to  relate verba l re in fo rcem en ts  and in tr in s ic  m o tiva tio n . Deci 
p red ic ted  th a t, as before, th e  use o f m one ta ry  rew ards w o u ld  d im in is h  
in tr in s ic  m otiva tion . He also hypothesized th a t ve rba l re in fo rcem ents 
w ou ld  serve to increase m o tiva tio n . T h is  s tu d y  also developed, however, a 
non  s ig n ifica n t b u t in te re s tin g  suggestion th a t even p ra ise , w hen seen as 
c o n tro llin g , can lead to a  re d u c tio n  in  in tr in s ic  m o tiva tio n . Deci 
proposed th a t verba l re in fo rcem en ts  in  p a rtic u la r, m ay e x h ib it an 
in ve rted -U  shaped re la tio n sh ip  w ith  in tr in s ic  m o tiva tio n . A t low  levels 
ve rba l re in forcem ents w ou ld  tend  to  increase in tr in s ic  m o tiva tio n , w h ile  
a t h ig h e r levels, when they are seen as c o n tro llin g , th e y  w o u ld  a c tu a lly  
serve to reduce it.
T h is  re su lt led Deci to  conclude: “There are a t le a s t tw o aspects to 
any rew ard , a  “co n tro llin g ” aspect a nd  an  “in fo rm a tio n a l” o r feedback 
aspect. The co n tro llin g  aspect leads to  a decrease in  in tr in s ic  m o tiva tio n  
b y  chang ing the perceived locus o f ca u sa lity , w h ile  the  feedback aspect
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leads to an increase  in  in tr in s ic  m o tiva tio n  by increas ing  the person’s 
sense o f com petence and se lf-d e te rm in a tio n .” (Deci, 1972 p. 118)
In  ye t a n o th e r re p lic a tio n  o f th is  effect P ritch a rd , C am pbell, 85 
C am pbe ll (1977) used a  sam ple o f u n de rg radua te  psychology students 
w ho w ere experienced chess p laye rs  and an in tr in s ic a lly  in te re s tin g  (for 
th is  sam ple) chess p rob lem  to  solve. The c o n tro l (non-rew arded) group 
consisted  o f 8  m a le  and  3 fem ale m em bers. The experim en ta l group 
consisted  o f 14 m a le  and  3 fem ale m em bers. P ritch a rd , et a l., used a 
free choice p e rio d  d u rin g  w h ic h  in tr in s ic  m o tiva tio n  was m easured as the 
a m o u n t o f tim e  spen t on  a  chess p rob lem . They also, however, used a 
se lf-re p o rt in s tru m e n t to  m easure  ta s k  sa tis fa c tio n . The groups were 
s tu d ie d  in  tw o p e riod s  one w eek a p a rt such th a t one m easure o f in tr in s ic  
m o tiva tio n  was ta k e n  before a n y  rew ard  was offered to the  experim enta l 
g roup  and a second m easure w as taken  one w eek la te r a t the  second 
n o n -rew ard  session. The e xp e rim e n ta l group was aware th a t there w ou ld  
be no rew ard  p r io r  to th e  second session. T h is  s tu d y  produced three 
s ig n ific a n t re s u lts . F irs t, in tr in s ic  m o tiva tio n  was reduced a fte r the 
in tro d u c tio n  o f a  m o n e ta ry  re w a rd  co n tin g e n t upon  perform ance. This 
w as tru e  fo r b o th  th e  tim e  m easure  fo r in tr in s ic  m o tiva tio n  as w e ll as the 
se lf-re p o rt in s tru m e n t (a lth o u g h  the  se lf-re p o rt was o n ly  m a rg in a lly  
s ig n ifica n t). Second, the  e ffect o f o ffe rin g  a  rew ard  was pow erfu l enough 
to  produce re s u lts  one w eek a fte r its  in tro d u c tio n  -  in  a  group o f chess 
p layers. T h ird , th e re  w as no perfo rm ance d ifference fo r the group th a t
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
25
was pa id  w hen com pared to the  co n tro l g roup . In  o th e r w o rd s , one 
m ig h t expect th a t the  increase in  e x trin s ic  m o tiva tio n  w o u ld  m ore  th a n  
o ffse t the  re d u c tio n  in  in tr in s ic  m o tiva tio n . I f  th is  w ere  tru e , 
perfo rm ance w o u ld  have show n im provem ent in  th e  presence o f 
co n tin g e n t rew ard . I t  d id  not.
One p rin c ip le  effect o f u s in g  m one ta ry  re w a rd s  (e x trin s ic  
m o tiva tio n } to in d u ce  and d ire c t (contro l) behav io r is th e  re d u c tio n  o f 
in tr in s ic  m o tiva tio n , th e  in te re s t o r m o tiva tio n  one derives fro m  th e  ta sk  
itse lf. D eci’s research has led h im  to  conclude th a t c o n tin g e n t rew ards 
in te rfe re  w ith  the  in d iv id u a l’s need fo r se lf-d e te rm in a tio n , i. e., th e  need 
to  fee l au tonom ous. The in tended  effect o f co n tin g e n t re w a rd s  is , o f 
course, to  c o n tro l and  d ire c t the  m o tiva tio n , and  the reby th e  b e h a v io r, o f 
those in d iv id u a ls . T h is  c o n s tra in t on in d iv id u a l se h -d e te rm in a tio n  
serves to  reduce th e  in d iv id u a ls  in tr in s ic  m o tiva tio n  in  th e  ta s k  itse lf. 
O ffe ring  a  rew ard  induces the in d iv id u a l to focus on ends in s te a d  o f 
m eans; outcom e in s te a d  o f process. Th is a lone m ay be s u ffic ie n t to 
reduce the  in d iv id u a l’s in tr in s ic  m o tiva tio n , o r in te re s t, in  th e  m eans (or 
the  process) o f the  ta s k  itse lf.
Incentives in Practice
B aker, Jensen, &  M urphy (1988) reviewed aspects o f com pensa tion  
w here  econom ic th e o ry  and a c tu a l p ractice  seem to d isagree . They 
sum m arized  e m p irica l evidence revea ling  in cons is tenc ies  be tw een the
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use o f incen tives in  p ra c tice  an d  th e  use o f incentives as p red ic ted  by 
econom ic theory. A fte r re v ie w in g  D ec i’s c ritic ism s  o f the m o tiva tio n a l 
effect o f m one ta ry in ce n tive s  th e y  concluded th a t “ ... ca re fu l 
exa m ina tio n  o f the  c r itic is m s  o f m o n e ta ry  pay-for-perform ance system s 
in d ica te s  n o t th a t th e y  a re  in e ffe c tive  b u t ra th e r th a t th e y  are too 
effective: s trong  p a y-fo r-p e rfo rm a n ce  m otiva tes people to do exactly  w ha t 
they are to ld  to do. Large m o n e ta ry  incen tives generate un in te n de d  and 
som etim es co u n te rp ro d u c tive  re s u lts  because i t  is d iffic u lt to adequately 
specify w h a t people sh o u ld  do a nd  therefore how th e ir perform ance 
shou ld  be m easured (p. 5 9 7 ).” They fo u n d  a w ide d iscrepancy between 
w h a t w o u ld  be expected i f  com pensa tion  and reward schem es were 
derived p u re ly  fro m  econom ic th e o ry  and  the  re a lity  o f com pensation and 
rew ard  system s in  genera l use. They a ttrib u te d  th is  d iscrepancy to 
prob lem s w ith  perform ance e v a lu a tio n  system s, lack  o f em ployee tru s t in  
m anagem ent to p rov ide  th e  p rom ised  rew ards, and m anagem ent’s 
d is tas te  fo r c o n flic t th a t m ig h t a rise  sh o u ld  accurate appra isa ls be given.
I f  hum an  m o tiv a tio n  is  described  by economic theo ry, i. e. 
expectancy theory, th e n  in ce n tive s  and  rew ard schemes shou ld  be an 
extrem ely com m on e lem ents o f com pensation  plans and th e y  should  
govern a  re la tive ly  large p ro p o rtio n  o f rem unera tion . Em ployees who are 
ra ted  as top pe rfo rm ers s h o u ld  receive com pensation am ounts 
p ro p o rtio n a te  to th e ir pe rfo rm a n ce  levels. Evidence from  tw o large 
m a n u fa c tu rin g  firm s , (re p o rte d  in  M edo ff &  Abraham , 1980) however,
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show s the pay d iffe re n tia l in  these firm s  fo r be ing  eva lua ted  as 
o u ts ta n d in g  o r exce llen t as opposed to  n o t acceptable is  7 .8%  fo r one 
firm  and 6.2%  fo r the  other. B aker, e t a l., concluded: “u ltim a te ly  it  m ay 
be th a t the psycho log ists, behavio ris ts , hum an resource  co n su lta n ts , 
and  personnel executives understand  som eth ing a b o u t h u m a n  behavio r 
and  m otiva tion  th a t is  no t captured in  o u r econom ic m odels”  (p. 615).
Guzzo, Je tte , and Katzell (1985) perform ed a  m e ta -a n a lys is  o f the  
effects o f psycho log ica lly  based in te rve n tio n s , in c lu d in g  m one ta ry  
rew ards, on w o rke r p ro d u c tiv ity . T h is  ana lysis w as based on 98 
w orkp lace stud ies o f p lanned change th a t inc luded  ob jective  m easures o f 
the  consequences o f the change. These 98 stud ies p rod u ce d  37,371 
m easurem ents o f w o rke r p ro d u c tiv ity  in  com panies p ro v id in g  goods and 
services. The re su lts  o f th is  m eta -ana lys is produced no  s ig n ifica n t 
effects fo r fin a n c ia l incentives. The n o n -s ig n ifica n t re s u lt fo r fin a n c ia l 
incen tives suggests th a t, on average, the  m o tiva tio n a l va lue  o f incen tives 
across these s tud ies was zero. The use o f fin a n c ia l in ce n tive s  d id  n o t 
p roduce perform ance im provem ent.
In  ano ther m eta-analysis o f the effects o f o rg a n iza tio n a l behavio r 
m o d ifica tio n  on perform ance, S ta jkovic and L u thans (1997) a rrive d  a t 
s im ila r conclusions. Th is m eta-ana lysis was based on  19 s tu d ie s  w ith  a 
to ta l sam ple size o f 2,818 subjects. I t  spec ifica lly  in c lu d e d  o n ly  stud ies 
based on con tingen t re in forcem ents (m oney, feedback, so c ia l praise) 
adm in is te red  as an exte rna l in te rve n tio n  by a m anager o r resea rche r.
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S eparating th e  s tud ies in to  m a n u fa c tu rin g  and service categories 
allow ed them  to  lo o k  a t th e  e ffects  o f va rio u s  o rga n iza tio n a l behavio r 
m o d ifica tio n  techn iques on each secto r. F o r m a n u fa c tu rin g  businesses, 
S ta jkov ic  and L u th a n s  d e te rm in e d  fin a n c ia l incen tives fo r fa c to ry  
w orkers to be non-e ffective , i. e., th e  re la tio n s h ip  o f fin a n c ia l incen tives 
to perform ance w as n o t s ig n ific a n t. F o r service businesses, w h ich  o f 
course w ou ld  in c lu d e  sa les-re la ted  businesses and  departm en ts , the 
effects o f fin a n c ia l in ce n tive s  on  perfo rm ance  d id  achieve s ta tis tic a l 
s ign ificance. Even so, the re s u lts  o f co m b in in g  n o n -fin a n c ia l incen tives, 
e. g. socia l re in fo rcem en t, w ith  pe rfo rm ance  feedback were fo u n d  to  
produce m uch  la rg e r effects a n d  as th e  a u th o rs  po in ted  o u t, are less 
expensive.
D arm on (1974) s tud ied  a  sam ple  o f 23 salesm en w o rk in g  fo r the  
In te rn a tio n a l H a rveste r C om pany. T h is  s tu d y  encom passed fo u r years -  
two years before an d  two yea rs  a fte r a  change in  th e ir com pensation  
p lan . D arm on proposed five  h y p o th e tic a l responses o f salespeople to  
fin a n c ia l incen tives. They m ig h t: (1) p e rs is t in  p rio r h a b it p a tte rn s  
unaffected by th e  change in  in ce n tive , (2) s trive  to  m axim ize th e  sales 
re su lts  regardless o f earn ings, (3) change th e ir  behavio r in  o rd e r to reach 
some acceptable leve l o f incom e, (4) change th e ir behavior to  m axim ize 
incom e, o r (5) change behav io r so as to  m axim ize sa tis fa c tio n . D arm on 
b u ilt n ine  m odels th a t focused on  a llo c a tio n  o f se llin g  tim e  by p ro d u c t 
lin e  and w o rk  in te n s ity  level. He th e n  va lid a te d  th e  m odel by fo recasting
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th e  re su lts  fo r each salesperson fo r each year in  th e  s tudy. B y ra n k in g  
th e  m odels fro m  best f i t  to  w o rs t f it  fo r each period  and su m m in g  the 
ra n k s  fo r each m odel, D arm on was able to select the  m odel w ith  the 
low est sum  as the  best m odel to describe the response o f the salesm en to 
th e  com pensation (com m ission s tructu re ) change. He concluded th a t 
salespeople seek to  p e rfo rm  a t a  level th a t produces a  desired incom e 
leve l -  m odel n u m b e r 3 above. In  h is  words: “T h is  s tu d y  has p rov ided  
a d d itio n a l evidence to  s u p p o rt the p roposition  th a t fin a n c ia l in ce n tive s  
have some effect on h u m a n  behavior. ... In  a d d itio n , th is  s tu d y  has 
show n th a t i f  fin a n c ia l incen tives do have some im p a c t on sa lesm an 
behav io r, these effects m ay n o t always be those g e ne ra lly  assum ed by 
m a rke tin g  p ra c titio n e rs  a nd  th e o ris ts ” (Darm on, 1974 p. 424).
Autonomy, Control, and Motivation
W oodw orth (1918) proposed th a t even th o u g h  an a c tio n  o r 
b e h a v io r o f an o rgan ism  can be in itia te d  by e x trin s ic  m eans, “o n ly  w hen 
i t  is  ru n n in g  by its  ow n d rive  ... can i t  ru n  free ly and  effective ly” (p. 70).
H arlow , H arlow , and  M eyer (1950) noted th a t m onkeys le a rned  to  
solve puzzle m echanism s fo r no o th e r rew ard th a n  th e  apparen t p leasu re  
th e y  derived fro m  the  ta s k  itse lf. These researchers m ay have been the  
f ir s t  to  use the  te rm  intrinsic motivation to describe th is  phenom ena. In  
subsequent research, H arlow  (1950) dem onstra ted  th a t m onkeys 
perfo rm ed some p rob lem -so lv ing  tasks b e tte r w hen th e y  were
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in tr in s ic a lly  m otiva ted th a n  w hen th e y w ere be ing rew arded fo r th e ir  
behavior.
W oodworth (1958) and W h ite  (1959) proposed th a t a need fo r 
effectance is a  basic d rive . B eing able to a ffe c t the  env ironm en t in  such  a 
m anner as to produce re su lts  th a t e ffective ly  p rov ide  fo r the  m ain tenance 
o f an organism  is  th e  d e fin itio n  o f com petence. Com petence m o tiva tio n , 
i. e., the  drive to become au tonom ous and se lf-su s ta in in g , is  the basis fo r 
le a rn ing  (Deci and R yan, 1985). The rew ard  fo r com petence-m otivated 
behavior is the fee ling  o f e ffectiveness o r com petence th a t resu lts . A n 
in te re s tin g  ch a ra c te ris tic  o f th is  type  o f m o tiv a tio n  is  th a t m astery o r 
com petence, once achieved, does n o t re s u lt in  sa tia tio n  o f the drive — as 
hunge r is satisfied by  food. The a tta in m e n t o f com petence o r m aste ry 
can o n ly  lead to the  need to  s tre tch , to  a tta in  the  n e x t challenge, and to 
reach fo r h igher and h ig h e r levels o f com petence (Deci and Ryan, 1985).
The W eitz, et a l., (1986) m odel o f adap tive  se llin g  is  based on ju s t  
such an in trin s ic  o rie n ta tio n . O f course, sales representatives are 
rewarded fo r se lling  and se rv ic ing  th e ir p ro d u c ts . The question  o f 
in te re s t, then, is w h a t happens to  in tr in s ic  m o tiva tio n  and perform ance 
in  the  face o f e x trin s ic  rew ards?
Festinger (1967) suggested th a t w hen  rew ards are given fo r 
in tr in s ic a lly  m otivated behavior, the  person be ing  rew arded w ill change 
the concept o f w hy he o r she is  p e rfo rm in g  th e  task . Based on the th e o ry
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o f co g n itive  d issonance (Festinger, 1957) he p red icted  th a t exte rna l 
rew ards w o u ld  re s u lt in  a  re du ctio n  in  in tr in s ic  m o tiva tion .
deC harm s (1968) proposed th a t w hen a  person is  rew arded fo r 
in tr in s ic a lly  m o tiva te d  behavior, he o r she w ill perceive a  s h ift in  the 
locus o f c o n tro l, i. e., a  loss o f au tonom y, and w ill feel m a n ipu la te d  by 
th e  re w a rd s . D eci (1971) confirm ed th a t w hen m one ta ry rew ards are 
g iven in  o rd e r to  encourage o r d ire c t behavior, in tr in s ic  m o tiva tio n  is 
reduced. In  subsequen t research, D eci (1972) proposed th a t rew ards o f 
a n y  k in d  a re  com prised  o f a t least tw o e lem ents, a  c o n tro llin g  elem ent as 
described  b y  deC harm s (1968) and an in fo rm a tio n a l e lem ent. W hile  the 
in fo rm a tio n a l e lem ent provides in fo rm a tio n  abou t com petence and tends 
to  increase  in tr in s ic  m o tiva tio n , the  c o n tro llin g  elem ent, a t the same 
tim e , te n d s  to  reduce in tr in s ic  m o tiva tio n . W hen m oney o r o th e r sa lien t 
rew ards a re  o ffe red, th e  co n tro llin g  e lem ent overpowers the  in fo rm a tio n a l 
e lem ent re s u ltin g  in  a  n e t re duction  in  in tr in s ic  m o tiva tion .
I t  w o u ld  seem th e n  th a t in tr in s ic  m o tiva tio n  is  in e x tric a b ly  lin ke d  
to  the  experience  o f se lf-de te rm in a tio n , th e  fee ling o f be ing autonom ous 
in  one’s a c tio n s . The need to develop com petence and  to  become self­
d e te rm in in g  is  fu n d a m e n ta l, b u t in  o rd e r to  be se lf-de te rm in ing  one m u st 
experience c o n tro l over one’s actions (D eci, 1989).
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Related Research
M any researchers have es ta b lish e d  th e  connection  between 
in tr in s ic  m o tiva tio n  and pe rfo rm ance  in  n o n -w o rk  se ttin g s . For exam ple, 
M ille r (1961) asked 72 n in e  ye a r o ld  boys to  d is tin g u is h  between sim ple  
d raw ings o f faces. Some w ere p a id  w hen  th e y  succeeded, o the rs were 
s im p ly  g iven in fo rm a tio n a l feedback, i. e., w h e th e r th e y  were co rrect o r 
no t. Those boys w ho were p a id  m ade m ore m is ta ke s  than  those who 
w eren ’t. Am abile  (1983) w as able to  show  th a t in tr in s ic  m o tiva tio n  in  
school ch ild re n  leads to  g rea te r c re a tiv ity . J a n e t Spence (1970) found  
th a t ch ild re n  rew arded w ith  candy pe rfo rm ed  less w e ll th a n  ch ild re n  
g iven no rew ard w hen asked to  rem em ber w h ic h  o f two w ords was 
designated by the  expe rim en te r as “ r ig h t.”
In  o th e r stud ies w ith  schoo l c h ild re n , (D eci, S chw artz, Sheinm an, 
8s Ryan, 1981; Ryan and C onne ll, 1989; R yan a n d  G ro ln ick , 1986) i t  has 
been show n th a t teachers w ho w ere g e n e ra lly  su p p o rtive  o f the  self- 
d e te rm in a tio n  o f th e ir  s tu d e n ts , “had  a  p o s itive  e ffec t on the  in tr in s ic  
m o tiva tio n , self-esteem , and  perceived com petence o f th e ir s tu d e n ts” 
(Deci, 1989 p. 581).
The c o u n te r-in tu itiv e  e ffects o f rew ards have also been found  in  
s tud ies o f a d u lts . For exam ple, S chw a trz  (1982) fo u n d  th a t a d u lts  who 
were asked to observe a  game and  d e c ip h e r th e  ru le s  o f the game were 
less successfu l w hen offered a  re w a rd  th a n  in  a  non-rew ard  tr ia l. 
A m abile , in  an u n p u b lish e d  research  in  1992, fo u n d  th a t p ro fess iona l
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a rtis ts  w ho w ere com m issioned to create a  w o rk  produced a less creative 
w o rk  th a n  a n o th e r g roup  w o rk in g  w ith o u t a  com m ission. C rea tiv ity  was 
ju d g e d  by th e  a rtis ts  them selves and b y  peers w ith  the same resu lt.
In  a  w o rkp lace  s tu d y , Deci (1989) was able to fu rth e r test the 
e fficacy o f these concepts. U sing d a ta  fro m  23 m anagers and th e ir 
su b o rd in a te s , D eci w as ab le  to  show th a t m anagers who support self- 
d e te rm in a tio n  have an  e ffect s im ila r to  th a t o f the teachers in  the e a rlie r 
s tud ies. S p e c ifica lly , D eci, C onnell, a nd  Ryan were able to develop an 
in te rv e n tio n  based on  te a ch in g  m anagers to  support seb-determ ination  
in  th e ir  su b o rd in a te s . T h is  in te rve n tio n , over tim e, produced s ig n ifica n t 
im p rovem en t in  several w o rk  c lim a te  va ria b les . Im provem ents occurred 
in  fee ling  n o n -p re ssu re d  and  in  general sa tis faction . In  ad d itio n , several 
item s in c lu d e d  in  th e  jo b  sa tis fa c tio n  m easure also showed s ig n ifica n t 
im provem ents, i. e., q u a lity  feedback, o p p o rtu n ity  fo r in p u ts , security , 
tru s t in  the  co rp o ra tio n , a nd  p o te n tia l advancem ent.
The in te rv e n tio n  tra in in g  p rog ram  focused on three elem ents 
c r itic a l to  se b -d e te rm in a tio n : choice, n o n -co n tro llin g  feedback, and 
acceptance a nd  acknow ledgem ent o f th e  o the rs  perspective. By tra in in g  
m anagers in  th e  im p o rta n ce  o f se lf-de te rm in a tio n  in  w orkers, i t  was 
expected th a t c re a tiv ity , lea rn ing , self-esteem , and the em otiona l 
ch a ra c te r o f th e  w o rk fo rce  w o u ld  a ll be p o s itive ly  im pacted. W hile there  
w as s u p p o rt fo r th is  outcom e, it  a lso became apparent th a t w hen 
w o rke rs  are fe a rfu l o f pay an d  se cu rity  issues, the gains from  suppo rting
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se lf-de te rm in a tio n  are lik e ly  to  be inco n se q u e n tia l -  ju s t  as M aslow  
m ig h t have pred icted. Perhaps the  firs t and s trongest response to  the 
in te rve n tio n  supporting  se lf-d e te rm in a tio n  w as in  tru s t. I t  is  im p o rta n t 
to note th a t tru s t can be regained th ro u g h  the  e ffo rt to  s u p p o rt se lf- 
de te rm in a tio n  .
Sales Representatives and 
Intrinsic Motivation 
(Control Systems)
Paying sales representa tives by com m ission  serves n o t o n ly  as a
m eans o f com pensation, b u t also as a m echan ism  to  m o tiva te  a n d  d ire c t
th e ir e ffo rts (Darm on, 1974). B u ild in g  on th is  concept a nd  on  th e  Deci
(1971, 1972, 1985) research in to  se lf-d e te rm in a tio n  a n d  in tr in s ic
m o tiva tion , Anderson and  O live r (1987) re -ch a rac te rize d  co n tin g e n t
com pensation schemes as outcom e based c o n tro l system s. D e fin in g  a
c o n tro l system  as a “ set o f procedures fo r m o n ito rin g , d ire c tin g ,
eva lua ting , and com pensating its  em ployees” (p .l) , th e y  propose th a t
there  are two general fo rm s o f co n tro l system s. C om m issions id e n tify  the
outcom e-based con tro l system  w h ich  is  characte rized  by:
♦ re la tive ly  little  m o n ito rin g  o f salespeople by m anagem ent,
♦ re la tive ly  little  d ire c tio n  by m anagem ent, and
♦ s tra igh tfo rw a rd  ob jective  m easures o f re s u lts  (outcom es) used to 
evaluate and com pensate the  sales force.
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A n a lte rn a tiv e  c o n tro l system  is  the  behavior-based co n tro l system. 
T h is  type o f c o n tro l system  is  characte rized  by:
♦ conside rab le  m o n ito rin g  o f salespeople’s a c tiv itie s  and  re su lts
♦ h ig h  leve ls o f m anagem en t d ire c tio n  o f and in te rve n tio n  in  the 
a c tiv itie s  o f sa lespeople , and
♦ e va lu a tio n  and  com pensa tion  o f sales personne l based on 
sub jec tive  and  m ore  com plex m ethods in co rp o ra tin g  the  sk ills  and 
ta le n ts  o f th e  sa lesperson , a c tiv itie s , and sales stra teg ies ra th e r 
th a n  ou tcom es.
In c o rp o ra tin g  agency th e o ry  (E isenhard t, 1985), tra n sa c tio n  cost 
a n a lys is  (W illia m son , 1985), o rgan iza tion  theory (O uchi, 1979), and 
cogn itive  e va lu a tio n  th e o ry  (D eci and Ryan, 1972) A nderson &  O liver 
(1987) developed a se ries o f hypotheses a b o u t the lik e ly  re su lts  o f each 
type  o f co n tro l system .
A c e n tra l p rem ise  o f agency theory is  th a t agents and p rin c ip a ls  
have d iffe re n t goa ls. W here  th e  p rin c ip a l desires increased p ro fit, the 
agent desires increased  p e rso n a l incom e; where the in d iv id u a l is  seen as 
r is k  averse, th e  firm  is  seen as r is k  n e u tra l. In  o rde r to  a lign  these 
d ive rg ing  goals e ffe c tive ly , com m ission  com pensation (outcom e-based 
con tro l) m ay seem  th e  m ost effective and e ffic ien t co n tro l system. 
A nderson and  O live r p o in t o u t, however, th a t th is  so lu tio n  ignores 
several fac to rs . The tim e  lag  between e ffo rt and sale, fac to rs  o th e r th a n  
e ffo rt th a t in flu e n ce  sales, in te rre la te d  dem and fo r m u ltip le  p roducts,
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and the  need fo r the  sales representa tive  to  pe rfo rm  n o n se llin g  fu n c tio n s , 
are a ll im p o rta n t m anagem ent concerns th a t are d iff ic u lt to  a cco u n t fo r 
in  an  outcom e-based co n tro l system .
O rgan iza tion  theory proposes th a t the d ive rgen t goals o f w o rke rs  
and the  firm  can be reconciled th ro u g h  a process o f so c ia liza tio n . T h is  
process re su lts  in  w orkers id e n tify in g  th e ir goals w ith  the  goals o f the  
o rgan iza tion . In  ad d itio n , o rgan iza tion  theo ry  suggests th a t m e asu ring  
the  in p u ts  o r o u tp u ts  as requ ired  in  agency theo ry, m ay be im poss ib le . 
The co n tro l system  in co rp o ra tin g  soc ia liza tion  and  id e n tific a tio n  is  a  
th ird  type o f co n tro l system , the c lan  system  described by O u ch i (1979). 
In  th is  system , n e ith e r in p u ts  (behaviors) n o r outcom es (resu lts) are used 
to  co n tro l. R ather, a h u m a n is tic  soc ia liza tion  process encourages lo y a lty  
and id e n tifica tio n  w ith  the firm  and its  goals.
T ransaction  cost ana lysis genera lly  suppo rts  th e  use o f ou tcom e- 
based com pensation and co n tro l system s. T h is  system  re lie s  on the  
e ffic iencies o f m arke t d riven  econom ics to  serve as a  c o n tro l m echan ism . 
Even here, however, adherents o f tra n sa c tio n  cost a n a lys is  a llo w  fo r 
s itu a tio n s  in  w h ich  behavior-based co n tro l system s are p re fe rab le , such  
as fo r salespeople who possess va luab le  custom er know ledge and 
re la tio n sh ip s , b rand  app lica tions, etc.
Anderson and O liver adapted a  m a trix  (see F igure  2.1) based on 
the  hypotheses o f organ iza tion  theo ry  to describe the  re la tio n s h ip  o f
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m easurem ent o f in p u ts  and  o u tp u ts  and  know ledge o f the 
tra n s fo rm a tio n  process w ith  th e  a p p ro p ria te  c o n tro l system .
O nly w hen feedback can  be g iven in  an in fo rm a tive  m anner does i t  
increase in tr in s ic  m o tiva tio n  (deC harm s, 1969; Deci, 1972). 
In te resting ly , one o f the  to o ls  used by m a n u fa c tu rin g  businesses to 
im prove q u a lity  and  p ro d u c tiv ity  was s ta tis tic a l process con tro l, 
specifica lly  S hew hart c o n tro l ch a rts . These co n tro l ch a rts  provide 
accurate, n o n -c o n tro llin g  in fo rm a tio n  to  m ach ine  operators. I t  m ig h t be 
in s tru c tive  to  m easure the  in tr in s ic  m o tiva tio n  levels o f w orke rs  before 
and a fte r the in tro d u c tio n  o f c o n tro l ch a rts . Perhaps co n tro l cha rts  
could be used by sales rep resen ta tives to  record  and m o n ito r facets o f 
th e ir a c tiv ity  and  to  a lle v ia te  o r overcom e some o f th e  co n tro llin g  
characte r o f the com m iss ion  com pensation  s tru c tu re .
High




From Anderson and Oliver, 1987 p. 81.
Figure 2.1
Knowledge of Process by Which Behavior 
is Transformed into Outcomes
Process Knowledge 
Perfect Imperfect
B ehavior or 
O utcom e C ontrol
Outcom e C ontrol
B ehavior Control S ocialization  or 
“clan” control
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The re s u lt o f th e  con tro l-system  conside ra tions by A nderson  and  
O live r w as a series o f seven hypotheses. These hypotheses proposed, 
am ong o th e r th in g s , th a t behavior-based c o n tro l system s w ill be 
cha racte rized  by: sales representa tives w ith  m ore p ro d u c t know ledge and 
sales expertise , b e tte r custom er sa tis faction , and h ig h e r levels o f in tr in s ic  
m o tiv a tio n  and com m itm en t to  th e  sales agency.
Based la rg e ly  on the th e o re tica l w o rk  o f A nderson  a n d  O live r 
(A&O ), C ravens, Ing ram , LaForge, and Young, (1993), tested th e  A& O  
hypothesized re la tio n sh ip s  betw een com pensa tion -con tro l system s an d  
co g n itio n s , a ttitu d e s , m o tiva tio n , sales stra teg ies, and pe rfo rm ance . 
They sam pled sales m anagers (n = 144) in  a d iverse set o f in d u s trie s  to  
te s t the  re la tio n sh ip s  a t the sales force level. T h e ir re s u lts  in d ica te  th a t 
th e  type o f c o n tro l system , i.e ., m anagem ent c o n tro l ve rsus co m m iss io n  
c o n tro l, is  co rre la ted , in  the  hypothesized d ire c tio n , to  each o f these 
e lem ents. Perform ance in  ach iev ing  sales objectives w as m ore a ffected  
by  co m m iss io n -co n tro l th a n  by m anagem ent-contro l, as hypo thesized  by  
A nderson  and O live r (coeffic ien ts were .19 vs. .12). C ustom er 
sa tis fa c tio n , how ever, was enhanced by m anagem ent co n tro l (coe ffic ien ts  
w ere .05 vs. .13). O the r areas also enhanced b y  m anagem ent c o n tro l 
w ere: com petence, team w ork, m o tiva tion , and p la n n in g . A ll w ere in  
accord  w ith  th e  hypothesized re la tio n sh ip s  o f A nderson  and  O live r.
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W hat appears a t f ir s t  to  be a  s tra ig h tfo rw a rd  process o f a lignm en t, 
com m ission-based com pensa tion  is  m ore  b ro a d ly  a  system  o f con tro l. 
W hen the co n tin g e n t rew ards  re s u lt in  a  loss  o f se lf-de te rm ina tion , they 
a lso re su lt in  a re d u c tio n  in  in tr in s ic  m o tiv a tio n  (Deci 1972). Note, 
however, th a t as described  b y  A n d e rso n  and O live r (1987) under 
outcom e-based c o n tro l system s, th e  sa les process is  n o t being active ly  
co n tro lled  o r m anaged. As A nderson  a n d  O live r (1987) describe it, th is  
system  o f outcom e c o n tro l is  ch a ra c te rize d  by lit t le  m o n ito rin g  o f 
salespeople and  lit t le  m a nage ria l d ire c tio n  o f salespeople. O n ly  re su lts  
are im p o rta n t, n o t m ethods. M anagem ent o f th is  c ru c ia l fu n c tio n  has 
been tra n s fe rre d  to  th e  sales re p re se n ta tive  v ia  a m echanism  th a t 
reduces in tr in s ic  m o tiva tio n . T h is  tra n s fe r o f th is  re s p o n s ib ility  occurs 
m ost com m only and com p le te ly  in  b u s in e sse s where the  h ig h  tu rn o ve r 
ra te  (another c h a ra c te ris tic  o f co m m iss io n -b a sed  co n tro l, W eeks, 1966) 
re su lts  in  a  sales fo rce  w ith  lit t le  experience . In  the  life  insu rance  
in d u s try , fo r exam ple, few er th a n  50%  o f its  fie ld  force has five years o f 
experience (LIM RA, 1997).
O live r and A nderson  (1994) p ro v id e d  th e ir  own e m p irica l te s t o f 
th e ir  p ropos itions , th is  tim e  a t th e  sa lespe rson  level. They sam pled a 
g roup  o f m a n u fa c tu re rs ’ re p re se n ta tives  fro m  th e  e lectron ics com ponents 
in d u s try . The sam ple w as m ade u p  o f 21 6  m anagers and 347 sales 
representa tives. U s ing  th is  sam ple, th e y  w ere able to show s ig n ifica n t 
positive  re la tio n sh ip s  betw een the  use o f behavio r-based co n tro l system s
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and  seve ra l hypothesized outcom es. N otably these inc luded  the  
in n o va tive n e ss  and supportiveness d im ensions o f o rgan iza tiona l c u ltu re , 
jo b  sa tis fa c tio n , p a rtic ip a tive  decis ion  m aking, o rgan iza tiona l 
c o m m itm e n t, accepting a u th o rity , and sales com petence. In te re s tin g ly , 
and  c o n tra ry  to  th e ir expectations, however, perceived co n tro l system s 
d id  n o t a p pea r to a ffect the  salesperson’s behaviora l stra tegy, i. e., th e  
sales rep resen ta tives  d id  n o t ignore long -te rm  strategies in  favor o f 
a c tiv itie s  w h ic h  m ig h t have produced im m ediate sales, even w hen  
com pensa ted  by com m ission. This m ig h t also be a m an ifes ta tion  o f an  
in h e rite d  m o ra l sense (R ushton, 1986) in  a d d itio n  to a ra tio n a l need to  
p la n  a n d  p repare  fo r the  fu tu re . S e lling  w h a t is  best fo r the custom er 
m akes good long -te rm  econom ic sense and is good m ora l judgem en t as 
w e ll.
P erhaps a  review  o f some o f th e  p rom inen t m odels o f sales 
pe rfo rm a n ce  can serve as a guide in  de te rm in ing  the  effects o f 
co m m iss io n s  on the perform ance and tu rn o ve r o f salespeople.
Models of Sales Performance
T he re  have been m any models developed to  describe a ttitu d in a l 
and  b e h a v io ra l re la tio n sh ip s  th a t are p recursors o f perform ance a n d  
tu rn o v e r in  salespeople. The th e o re tica l m odels and research th a t 
fo llow s w ere  selected because, in  a t least one facet, each touches u p o n  
th e  m ode l proposed in  C hap te r 1. In  large pa rt, these m odels focus on
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the  re la tion sh ip s  am ong th e  c o n s tru c ts  o f ro le  stress, m o tiva tio n , jo b  
sa tis fac tion , perform ance, o rg a n iz a tio n a l com m itm en t, co n tin g e n t 
rew ards, and in te n t to  leave.
Sales m anagers have, fo r m a ny ye a rs  ta u g h t the  ‘A*S*FC fo rm u la  
fo r success in  sales careers. R a tin g  sa les represen ta tive  on a scale o f 
zero to  three on Activity (the  n u m b e r o f sa les con tac ts ), se llin g  Skill, and 
Knowledge o f the  p ro d u c t, (its  uses, and  its  custom ers), and m u ltip ly in g  
the  re su lts  i t  is  sa id, w ill y ie ld  a p re d ic tio n  o f sales re su lts  co n s is te n t 
w ith  actua l perform ance (Levine, 1978). T h is  fo rm u la  ass is ts  sales 
m anagers in  g u id in g  th e  deve lopm ent o f th e ir  sales personne l. 
C onceptually, the need fo r ba lance am ong th e  re la tio n sh ip s  is  e v id e n t 
fro m  the m u ltip lic a tiv e  n a tu re  o f th e  fo rm u la . Im p ro v in g  lo w e r-ra te d  
areas produces a  g rea te r re s u lt th a n  h ig h e r-ra te d  areas.
In  a s im ila r ve in , W eitz, e t a l., (1986) proposed a  m odel o f a d ap tive  
se llin g  w h ich  suggests th a t salespeople are  m ore effective w hen th e y  
adap t th e ir se lling  p rese n ta tio n s  to  th e  u n iq u e  c ircum stances o f each 
custom er, i. e., p ractice  adaptive  se llin g . In  th e  W eitz m odel, sales 
re s u lts  are a  fu n c tio n  o f th ree  sa lesperson ch a ra c te ris tics , th e  sales 
representa tive ’s a b ility  to  p ra c tice  adap tive  se lling , the  sales 
representa tive ’s m o tiva tio n  to  p ra c tice  adap tive  se lling , and th e  sales 
representa tive ’s know ledge o f th e  s e llin g  dom a in .
For W eitz, m o tiva ted  b e h a v io r in c lu d e s  n o t o n ly  in te n s ity  and  
persistence o f e ffo rt (w h ich  sales m anagers s im p ly  c a ll activity) b u t a lso
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in c lu d e s  th e  cho ice  o f ta s k  (m arke t o r p roduct) and  the  approach used. 
A d a p tive  s e llin g  is  c e rta in ly  the  se llin g  skill re fe rred  to  in  the sales 
m a na g e r’s m ode l, and  knowledge  a lso has e ssen tia lly  the same m eaning 
fo r b o th . A*S*K. Im p o rta n tly , choice, w h ich  is c r itic a l in  th is  model in  
a llo w in g  th e  sales representa tive  to  accept and le a rn  from  fa ilu re , and in  
c re a tin g  cu s to m e r-sp e c ific  sales p resen ta tions, is  seen as a function  o f 
in tr in s ic  m o tiv a tio n .
D u b in s k y  and  H a rtle y  (1986) tested a  m odel based on the Weitz, et 
a l., m ode l. R ea liz ing  th a t no research addressed the issue o f sales 
p e rson  a d a p ta b ility , they decided, fo llo w in g  S nyder (1974) to use the  
c o n s tru c t ‘se lf-m o n ito rin g ’ instead . U s ing  se lf-m o n ito ring , i. e., adaptive 
so c ia l b e h a v io r, as a p ro xy  fo r adaptive se llin g  behavior, th e y  
h yp o th es ized  th a t se lf-m o n ito rin g  w o u ld  act to reduce ro le  am bigu ity 
and , p e rh a p s , ro le  co n flic t. T h is  re d u c tio n  in  ro le  stress shou ld  produce 
an  in c re ase  in  w o rk  m o tiva tio n  and  overa ll jo b  sa tis faction . They 
h yp o th es ized  th a t the  reduced ro le  stress and increased w o rk  m otivation  
w o u ld  com b ine  to  produce im proved jo b  perform ance. In  th is  model, the  
im p ro ve d  pe rfo rm ance  w ou ld  also re s u lt in  an increase in  overall jo b  
s a tis fa c tio n .
T e s tin g  th is  m odel in  a  sam ple o f 162 re ta il salespeople, produced 
o n ly  p a rtia l s u p p o rt fo r th e ir  m odel. S e lf-m on ito rin g  was s ig n ifican tly  
and  p o s itiv e ly  co rre la ted  w ith  ro le  c o n flic t and ro le  am bigu ity . W ork 
m o tiv a tio n  w as s ig n ific a n tly  and nega tive ly re la ted to  ro le  am biguity, b u t
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the re la tio n sh ip  between w o rk  m o tiva tio n  a nd  ro le  c o n flic t w as n o t 
s ig n ifica n t. O vera ll jo b  sa tis fa c tio n  was s ig n ific a n tly  and  nega tive ly  
re la ted  to ro le  co n flic t and role a m b ig u ity , b u t th e  re la tio n s h ip  between 
overa ll jo b  sa tis fac tion  and perform ance was n o t s ig n ific a n t. F in a lly , the 
re la tio n sh ip  between jo b  perform ance and ro le  a m b ig u ity  w as s ig n ific a n t 
and negative, b u t the re la tio n sh ip  between jo b  perfo rm ance  and  ro le  
co n flic t, w o rk  m o tiva tion , and se lf-m o n ito rin g  w ere a ll n o n -s ig n ifica n t.
A  p rin c ip le  fin d in g  o f th is  s tu d y  was th a t “h ig h  se lf-m o n ito rs  
experience m ore role co n flic t” (p. 263). O f course , the  re la tio n s h ip  
between se lf-m on ito ring  and ro le  c o n flic t m ay n o t be in d ic a tiv e  o f the  
re la tio n sh ip  between adaptive se llin g  behavior, as described  b y  W eitz,
















The Dubinsky & Hartley Model of Adaptive Selling
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
44
and ro le  c o n flic t. A dap tive  socia l behav io r is , a fte r a ll, o n ly  a p roxy fo r 
adaptive s e llin g  behav io r. In  fac t, the fo cu s o f se lf-m o n ito rin g  is im age o r 
im press ion  m anagem ent. T h is  ‘o th e r d irectedness’ o f se lf-m o n ito ring  
m u s t ne ce ssa rily  derive  fro m  an e x trin s ic  o rie n ta tio n . Based on P ittm an , 
Em ery, and  B ogg ianno (1983), C ondry (1977), and Am babile (1983), 
W eitz, e t a l., s p e c ifica lly  describe adaptive  se llin g  behaviors as flow ing  
from  an  in tr in s ic  o rie n ta tio n . A n in tr in s ic a lly  oriented sales 
rep resen ta tive  w o u ld  be m ore concerned w ith  th e  w o rk  its e lf th a n  in  
e ith e r the  m a te ria l rew ards d e riv in g  from  successfu l service de livery o r in  
the im age he o r she m ay p o rtra y  to o the rs. P rovid ing  the correct service 
and im p ro v in g  th e  d e live ry  o f th a t service is  the focus o f an in tr in s ic a lly  
m otiva ted  sa lesperson.
K o h li (1985) used  expectancy th e o ry  as a m odel o f m o tiva tio n  to 
tes t the  re la tio n s h ip s  between ce rta in  su p e rv iso ry  behaviors, role c la r ity  
(the com plem en t o f ro le  a m b igu ity ), spec ific  self-esteem , jo b  sa tis faction , 
and m o tiv a tio n  in  salespeople. In  a  sam ple com posed o f 114 sales 
represen ta tives fro m  th ree  com panies s e llin g  in d u s tr ia l p roducts, K o h li 
found  th a t c o n tin g e n t app rov ing  (rew arding) behavio r on the  p a rt o f sales 
m anagers re su lte d  in  g rea te r ro le  c la r ity  and h ig h e r jo b  sa tis fac tion . 
T h is  b e hav io r a lso p roduced  h ighe r e x trin s ic  in s tru m e n ta litie s , b u t n o t 
in tr in s ic  in s tru m e n ta litie s . In  o th e r w ords, i f  sales m anagers give p ra ise  
fo r good pe rfo rm ance , salespeople develop a  h ig h e r confidence in  the  
assuredness o f e x te rn a l rew ards in  genera l. The sales representatives
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are able to  tru s t th a t the rew ards p rom ised  fo r th e ir  s e llin g  successes w ill 
re s u lt. In te re s tin g ly , the specific self-esteem  o f th e  sales rep resen ta tives, 
th e ir  confidence in  th e ir own a b ility  to  p e rfo rm  the  jo b , w as n o t a ffected 
b y  th e  co n tin g e n t approving behavio r o f sales m anagers.
The effects o f role stress, ro le  c o n flic t and ro le  a m b ig u ity , on 
perform ance and sa tis faction  were also s tu d ie d  b y  B ehrm an  and 
P e rreau lt (1984). In  th e ir m odel, the  c h a ra c te ris tic s  o f th e  ta s k  
e n v iron m e n t create role a m b ig u ity  and  ro le  c o n flic t. In d iv id u a l 
c h a ra c te ris tics  o f the  sales representa tive  a lso a ffec t these  ro le  stresses 
and have d ire c t effects on jo b  perform ance and  jo b  sa tis fa c tio n .




















Role Stress Model of Performance and Satisfaction
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The sam ple used  to  te s t th is  m ode l w as d raw n fro m  five na tiona l 
in d u s tr ia l p rod u c ts  firm s . The re s u lt w as a sam ple o f 196 fie ld 
representa tives invo lved  in  te ch n ica l, creative  se lling  and after-sale 
service o f accounts.
U sing  an expanded ve rs io n  o f th e  Rizzo, House, and L irtzm an 
(1970) scale to m easure ro le  c o n flic t and  th e ir  own se lf-repo rt scale to 
m easure perform ance, B e h rm a n  and P erreau lt found  a  counter- 
th e o re tica l re la tio n s h ip , i. e., th e  p a th  coe ffic ien t between ro le  con flic t 
and perform ance w as p o s itive . In  th e ir  m ode l th is  w ou ld  in d ica te  th a t as 
ro le  c o n flic t increases, pe rfo rm ance  also increases. T h e ir re su lts  also 
showed a  s ig n ific a n t nega tive  co rre la tio n  between ro le  c o n flic t and job  
sa tis fa c tio n . In  lig h t o f these re su lts , B eh rm an  and P erreau lt suggest: 
“Sales m anagers concerned w ith  id e n tify in g  ways to im prove salesforce 
sa tis fa c tio n  m u st a t th e  sam e tim e  th in k  c le a rly  abou t the  effect o f th e ir 
approaches on sales p e rfo rm a n ce  “ (p. 19). The in te rp re ta tio n  o f th is  
re su lt, however, need n o t be so d a rk . F irs t, i t  shou ld  be noted th a t in  
th e ir o p e ra tio n a liza tio n , ro le  c o n flic t in c lu d e s  in te r- and in tra -sender 
co n flic t, person-ro le  c o n flic t, an d  w o rk  overload. I f  one o f these, w ork 
overload, fo r exam ple, is  p re d o m in a n t  in  th e  perform ance-ro le  con flic t 
re la tio n sh ip , i t  m ay be p oss ib le  to  address th is  issue separate ly from  the 
o th e r ro le  c o n flic t e lem ents. The a u th o rs  here made no reported  a ttem pt 
to lo o k  a t the  va rio us  d im e n s io n s  o f ro le  c o n flic t separate ly. A dd itiona lly ,
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the  causal connection  between ro le  co n flic t and pe rfo rm ance  is  
p rob lem atic . Does ro le  c o n flic t co n trib u te  to  perform ance o r does 
perform ance co n trib u te  to ro le  con flic t?  I f  i t  is  the  la tte r, th e re  m ay v e iy  
w e ll be s tru c tu ra l issues th a t d rive  bo th  perform ance and ro le  c o n flic t. A 
d iffe re n t s tru c tu re  m ay derive s im ila r perform ance w ith o u t c re a tin g  th e  
ro le  co n flic t effects seen in  th is  s tudy. A s tu d y  based on a  m u lti- in d u s try  
sam ple m ig h t e lim ina te  o r a t least d im in ish  the  a rtifa c tu a l re s u lts  
s tem m ing from  the  s tru c tu ra l isom orph ism  ex is ting  w ith in  m o st 
in d u s trie s . I t  is  possible, fo r exam ple, th a t pe rfo rm ing  a d is ta s te fu l ac t, 
o r do ing  som eth ing o n ly  s lig h tly  beyond w ha t m ig h t be fu lly  accep tab le  
in  lig h t o f one’s se lf im age, in  sm a ll doses (lower perform ance levels) does 
n o t create s ig n ifica n t ro le  co n flic t. These same acts, however, o c c u rrin g  
m ore fre q u e n tly  (h igher perform ance levels), m ig h t produce ro le  c o n flic t 
in  m ore appreciable levels.
The Behrm an and P e rrau lt (1984) re su lt (a positive  re la tio n s h ip  
between ro le co n flic t and perform ance) is  p rob lem atic . T h is  is  e sp e c ia lly  
tru e  considering  th a t D ub insky, D ougherty, and W under (1990), fo u n d  
ro le  co n flic t negative ly re la ted to jo b  sa tis fac tion  (as d id  Bagozzi, 1978) 
and  p os itive ly  re la ted  to in te n tio n  to resign in  a  sam ple o f sa lespeople. 
The D ub insky, et a l., re su lts  showed th a t 25%  o f the v a ria tio n  in  jo b  
sa tis fa c tio n  in  th e ir sam ple was exp la ined by ro le co n flic t.
Bagozzi (1978) explored facto rs re la ted to perfo rm ance  a n d  
sa tis fa c tio n . He found  specific self-esteem  to be the  m ost im p o rta n t
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fa c to r re la ted  to  p e rfo rm ance  (positive) a n d  ro le  co n flic t th e  m ost 
im p o rta n t fa c to r re la te d  to  jo b  sa tis fa c tio n  (negative). Bagozzi 
recom m ended th a t “ i f  m anagem ent w a n ts  to  enhance jo b  sa tis faction , 
steps shou ld  be ta ke n  to  reduce  ro le  c o n flic t” (1978 p. 530)
B row n &  Peterson (1993) p u b lish e d  a  m e ta -a n a lys is  re la tin g  the 
antecedents and  consequences o f sa lesperson jo b  sa tis fac tion . One 
category o f jo b -s a tis fa c tio n  co rre la te s  fro m  th e ir  s tu d y  was w ork 
outcom es. T h is  in c lu d e d  sales pe rfo rm ance , o rg a n iza tio n a l com m itm ent, 
and p rop e n s ity  to  leave. They in c lu d e  ro le  a m b ig u ity  and  role c o n flic t in  
ano ther category -  ro le  p e rce p tio n s . Based on 59 in d iv id u a l s tud ies w ith  
254 usable s tu d y  e ffects, th e y  used p a th  a n a lys is  in  o rde r to determ ine 
the d ire c tio n  o f c a u s a lity  fo r s ig n ific a n t e ffects. They concluded:
♦ ro le  c o n flic t does n o t have a negative  effect on sales 
perfo rm ance.
♦ perfo rm ance a n d  jo b  s a tis fa c tio n  are n o t ca u sa lly  re la ted.
♦ perfo rm ance is  n o t s ig n ific a n tly  re la te d  to  p ro p e n s ity  to leave.
♦ th e  effect o f pe rfo rm a n ce  on  o rg a n iza tio n a l com m itm en t is  very 
weak.
♦ jo b  sa tis fa c tio n  o n ly  p a rtia lly  m ed ia tes th e  e ffect o f ro le  co n flic t 
on o rg a n iza tio n a l co m m itm e n t.
♦ ro le  c o n flic t e xe rts  a  d ire c t negative e ffect on o rgan iza tiona l 
com m itm en t.
♦ ro le  a m b ig u ity  is  n o t re la te d  to  o rg a n iza tio n a l com m itm ent.
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♦ ro le  a m b ig u ity  has a  d ire c t negative effect on p ro p e n s ity  to  
leave.
♦ ro le  a m b ig u ity  and ro le  co n flic t have d ire c t negative e ffects on  
jo b  sa tis fa c tio n .
♦ o rga n iza tio n a l com m itm en t is  p rim a rily  a consequence ra th e r 
th a n  an  antecedent o f jo b  sa tis faction .




















Antecedents and Consequences of Job 
Satisfaction, Brown-Peterson Model
B a b a ku s, e t a l., (1996), reviewed o rgan iza tiona l va riab les  re la te d  to  
jo b  s a tis fa c tio n . They concluded th a t the sa lesperson’s p e rcep tion  o f th e  
fa irn e ss  o f the  com pany’s com pensation  program  a ffects  the  jo b
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sa tis faction  o f salespeople th ro u g h  th e  percep tion  o f o rgan iza tiona l 
support. They p ostu la ted  th a t the  typ e  o f c o n tro l system  em ployed by 
m anagem ent w o u ld  in flu e n ce  jo b  sa tis fa c tio n , i.e ., th e  g rea te r the  extent 
o f com pensation c o n tro l o r outcom e c o n tro l, the  less jo b  sa tis fac tion  
experienced by sales representa tives.
Turnover
M ost research in to  tu rn o ve r fo r the  la s t fo u r decades has been 
based on the M arch  and S im on (1958) m odel. T h is  m odel im p lic itly  
assum es th a t the decis ion  to leave is  th e  re s u lt o f a  ra tio n a l process in  
w h ich  the decision to  leave is  based u p o n  an in d iv id u a l’s de te rm ina tions 
abou t the d e s ira b ility  o f q u ittin g  a nd  th e  o p p o rtu n ity  o r ease o f do ing  so. 
T h is  m odel has been extended and te s te d  by m any researchers over the 
years. Price (1977) added a n o th e r d im e n s io n  by suggesting th a t the 
operant factors are d issa tis fa c tio n  a n d  o p p o rtu n ity  to leave. M obley 
(1977) also focused on th e  co n nection  between jo b  d issa tis fa c tio n  and 
tu rnover.
Mowday, P orter, and S teers (1982) developed a  more 
com prehensive m odel in  w h ich  o rg a n iza tio n a l com m i tm e n t p lays a 
ce n tra l role. O rgan iza tiona l co m m itm e n t, i t  tu rn s  o u t, is  a  m u lti­
d im ensiona l c o n s tru c t w h ich  in c lu d e s  b o th  a  cogn itive  and  an em otiona l 
com ponent.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
51
M u ch in sky  and  T u ttle  (1979) d id  a lite ra tu re  review  o f 150 s tud ies 
on  tu rn o v e r. They produced a taxonom y fo r the re s u ltin g  p re d ic to r 
va ria b le s  g ro u p in g  them  as: a ttitu d in a l factors, b io g ra p h ica l facto rs, 
w o rk -re la te d  fa c to rs , and  persona l factors.
Ja ros, Je rm ie r, Koehler, S incich  (1993), u s in g  s tru c tu ra l 
eq u a tio ns , co n firm e d  s ig n ific a n t re la tion sh ip s  between tu rn o ve r and  each 
o f th e  th ree  d im ensions o f o rgan iza tiona l com m itm en t (continuance, 
a ffective , and  m ora l). They also developed a la te n t va ria b le , w ith d ra w a l 
tendency, w h ich  m odera ted the effects o f o rgan iza tiona l com m itm en t on 
w ith d ra w a l.
W illia m s  a nd  L iv ingstone (1994) perform ed a m eta -ana lys is  on 55 
s tu d ie s  and fo u n d  a  negative re la tio n sh ip  between perform ance and 
tu rn o ve r. They a lso fo u n d  th is  negative re la tio n sh ip  to  be s tronger in  
o rga n iza tio n s  u s in g  perfo rm ance-con tingen t rew ards.
Som ers (1996) used su rv iva l ana lysis to s tu d y  tu rn o ve r in  a 
sam ple o f nu rses. He de te rm ined  th a t w ith d raw a l w as n o t u n ifo rm  over 
tim e , ins tead  o cc u rrin g  in  waves. U sing Cox regression, he de term ined 
th a t jo b  sa tis fa c tio n  is  p red ic tive  o f tu rn o ve r, and som ew hat 
in c re d u lo u s ly , th a t jo b  search behavio r is  no t. T h is  m ay lend fu rth e r 
s u p p o rt to the  Horn, e t a l., (1984) hypothesis th a t a t least some 
em ployees ju s t  q u it.
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Stages of Turnover
H a ll and N ougaim  (1968) and  S he in  (1971) segm ented an 
em ploym ent career in to  th ree  d is tin c t stages. E x te n d in g  and te s tin g  th is  
concept, B uchanan (1974), in  a  s tu d y  o f m anagers, proposed th a t 
o rga n iza tio n a l com m itm ent shou ld  a lso  develop a long d iffe re n t 
d im ensions in  each stage. S hein (1971) id e n tifie d  th e  firs t ye a r as the 
basic tra in in g  and in itia tio n  stage. B u ch a n a n  (1974) suggests th a t new 
m anagers, o ften young, “are q u e s tio n in g  w h e th e r th e  re a lity  o f th a t 
career is  congruen t w ith  th e ir in n e r sense o f se lf,” in  th e ir f ir s t year. 
Safety, accord ing  to  H a ll and N ougaim  (1968), is  th e  p rin c ip a l concern o f 
new  em ployees a t th is  stage. B ecom ing e s ta b lish e d  and  be ing accepted 
by the  o rgan iza tion  are p rim a ry  concerns. O rg a n iza tio n  com m itm en t in  
th e  in itia tio n  period shou ld  develop a long  th e  expressive o r affective 
d im ension  p rim a rily . The im po rtance  o f th is  f ir s t  stage ca n n o t be 
overem phasized. A ccord ing  to  W anous (1980), m ost em ployees who 
e ve n tu a lly  leave an o rgan iza tion , d e p a rt betw een th e  6 -m o n th  and  1-year 
m a rk .
The second stage, years tw o th ro u g h  fo u r, has been nam ed the 
perform ance stage by B uchanan  (1974). The focus o f th e  m anager in  the 
perform ance period, accord ing  to  H a ll a nd  N ougaim  (1968) is 
achievem ent. O rgan iza tiona l co m m itm e n t in  th is  pe riod , th e n , shou ld  
develop a long the in s tru m e n ta l o r n o rm a tive  d im e n s io n .
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The fin a l phase o f an  em ployee’s career, years 5 and beyond, 
B u ch a n a n  (1974) ca lls  the  outcom e stage. In  th is  stage, the s ide -be t o r 
c o n tin u a n ce  co m m itm e n t sh o u ld  begin to  predom inate. Here, em ployees 
becom e m ore concerned w ith  o rgan iza tiona l dependability; i.e ., w ill the  
o rg a n iza tio n  d e live r on th e  em ployees’ expectations fo r increases in  
incom e, p ro m o tio n , and  b e n e fit program s? Safety, one o f the  p rin c ip a l 
concerns in  in it ia tio n  pe riod  em ployees, re-emerges as a concern in  the  
ou tcom e pe riod . W here new  h ire s  were m ore concerned w ith  f it t in g - in  
and  w ith  w h e th e r o r n o t th e y  cou ld  tru s t pre-em ploym ent im press ions 
and  re p re se n ta tio n s  a b o u t a  career w ith  the  organization, fo r outcom e 
stage m anagers, safe ty is  ca lcu la ted  w ith  a de fin ite  lo n g -te rm  
perspective .
S im ila rly , M owday, e t a l., (1982) developed a three-stage process 
fo r o rg a n iza tio n a l co m m itm e n t developm ent. In  th e ir m odel, however, 
stage one w as a  p re-em ploym ent stage, w h ich  they labeled “a n tic ip a tio n .” 
They th e n  com bined m idd le  and la te  career stages in to  one stage, w h ich  
th e y  c a ll e n tre n ch m e n t. The p o in t o f th is  scheme is  th a t o rga n iza tio n a l 
co m m itm e n t begins to develop d u rin g  the  period o f re c ru itm e n t and  jo b  
choice. H a ll &  N ougaim  (1968) a llu d e d  to th is  by suggesting th a t one o f 
the  fa c to rs  c o n trib u tin g  to h ig h  firs t yea r tu rn o ve r is the “re a lity  shock,” 
i.e ., th e  re a lity  th a t expecta tions were n o t accurate.




Weeks (1966), in  a  m u lti- in d u s tiy  s tu d y  o f 655 C onference Board 
Com panies, found th a t overa ll, q u it ra tes  am ong co n su m e r p ro d u c ts  
sales forces were approxim ate ly double  th a t fo r in d u s tr ia l p ro d u c ts  sales 
forces and the discharge ra te  was a p p ro x im a te ly  th re e  tim e s  as large. 
H is da ta  revealed th a t “On the  average (the  m edian), 3%  o f th e  sale force 
q u it and 1% were d ischarged d u rin g  1964. The h ig h e s t 25%  o f the 
com panies report th a t 7% o r m ore o f th e ir  salesm en q u it a nd  5% were 
discharged” (p. 19). In  a d d itio n  to  p ro d u c t g roup, W eeks’ d a ta  revealed 
the  now  w ell established re la tio n sh ip s  between tu rn o v e r a n d  age, and 
between tu rnover and leng th  o f service.
In  an e ffo rt to b enchm ark o th e r in d u s trie s  a n d  to  fu rth e r 
determ ine factors in flu e n c in g  tu rn o v e r w h ich  m ig h t n o t be d isce rn ib le  
w ith in  a h ig h ly  isom orph ic  in d u s try , the L ife  In su ra n ce  Agency 
M anagem ent Association (LIAMA) fu n d e d  an o th e r C onference Board 
S tudy o f the subject. In  th a t s tudy, W eeks and S ta rk  (1972) focused 
th e ir a tte n tion  on tu rn o ve r am ong new sales rep resen ta tives, i.e ., sales 
representatives w ith in  th e ir f irs t five  years on the  jo b . T hey chose th is  
segm ent o f sales representatives because o f the  m a g n itu d e  o f the  ea rly  
losses. “By the end o f the fifth  yea r o f em ploym ent, ty p ic a lly  h a lf o f a 
given year’s new sales re c ru its  have te rm in a te d  em ploym ent” (p. 1). They
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also believed th a t th e  v a ria tio n  am ong in d u s trie s  and  com panies w ith in  
in d u s trie s  w o u ld  shed lig h t on  possib le  avenues fo r c o n tro llin g  tu rnove r.
W eeks an d  S ta rk  id e n tifie d  th ree  groups o f fa c to rs  in flu e n c in g  the  
tu rn o v e r d e c is ion : com pensa tion , jo b  con ten t, and career events.
Pay (Form and Amount)
C om pensation  w as fo u n d  to  in fluence  tu rn o ve r th ro u g h  both  fo rm  
and a m oun t. A m o u n t o f pay is  im p o rta n t because sales representatives 
e a rn in g  less th a n  those in  s im ila r p o s itio n s  w ill be suscep tib le  to offers o f 
h ig h e r pay. W eeks a n d  S ta rk  d iv ided  fo rm  o f com pensation  in to  th ree  
genera l classes: co m m iss io n  o n ly , sa la ry p lu s  bonus (75%  - 85% sa la ry  
w ith  the  d iffe rence  as a  bonus), and sa la ry on ly. T u rn o ve r am ong the  
co m m iss io n -o n ly  g ro u p  w as s ig n ific a n tly  h ighe r in  the  f ir s t two years o f 
em ploym ent. In te re s tin g ly  how ever, th is  d ifference loses sign ificance by 
the th ird  yea r o f em ploym en t.
Job Content
Job co n te n t fa c to rs  re la te  to  the  com plex ity  o f th e  jo b  and the tim e  
re q u ire d  to  becom e p ro fic ie n t. Jobs w ith  h ig h e r educa tiona l 
requ irem en ts  an d  lo n g e r tra in in g  tim es typ ica lly  experienced reduced 
tu rn o ve r.
S u rp ris in g ly , W eeks fo u n d  th e  college m a jo r o f th e  jo b -h o ld e r w as 
also s ig n ifica n t. “ New h ire s  w ith  m a jo rs in  science, engineering, and 
especia lly, lib e ra l a rts  are  less lik e ly  to  leave in  th e  e a rly  years th a n
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graduates w ith  business school, m arke ting , o r a cco u n tin g  m a jo rs , and  
n o n -g radua tes .” W eeks a ttrib u te d  th is  to  th e  n a tu re  o f the  com panies 
th a t h ire d  lib e ra l a rts  m ajors, i.e ., the d iffe rence  w as due to  jo b  co n te n t, 
type o f p ro d u c t, and type o f custom er, ra th e r th a n  a n y  re a l d iffe rence  in  
ed u ca tio na l background.
Career Events
C areer events were also found to  co rre la te  w ith  tu rn o v e r. As 
W eeks (1972) p u t it:  “The firs t fu ll year a  yo u n g  salesm an w o rks  on 
quo ta  is lik e ly  to  be tra u m a tic ” (in tro d u c tio n  p. 2). T e rrito ry  tra n s fe rs  
and p rom o tio n s, a long w ith  fa m ily  moves, add  to  the  like lih o o d  th a t th e  
salesperson w ill be look ing  fo r new  jobs.
Role Stress
F u lk  and W endler (1982) found co n tin g e n t app rov ing  behav io r 
inve rse ly  re la te d  to  anxie ty, w illingness to  leave, and ro le  c o n flic t. K o h li 
(1985) extended th is  research and fo u n d  th a t co n tin g e n t a p p ro v in g  
behavior b y  sales m anagers “ leads to g rea te r ro le  c la rity , self-esteem , jo b  
sa tis fa c tio n  and in s tru m e n ta lity  (w hich encourage salespeople to  w o rk  
harder)” (p. 430).
Lucas, e t a i., (1987) looked a t seven fa c to rs  p rio r research  
ind ica te d  sh o u ld  be re la ted to  tu rn o ve r. U sing  m u ltip le  g roup  
d is c rim in a n t ana lys is , they found  tenure , age, ta sk -sp e c ific  s e lf esteem , 
and in tr in s ic  jo b  sa tis fac tion  a ll s ig n ific a n tly  re la te d  to  tu rn o ve r, w ith
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te n u re  and age by fa r th e  la rg e s t c o n trib u to rs . T he ir recom m endation is 
fo r sales m anagers to  spend  m ore  tim e  and e ffo rt on se lecting and 
su p p o rtin g  sales re p re se n ta tives  a n d  less on a ttem pts to  a d ju s t th e ir 
a ttitu d e s .
In  o th e r ro le -s tress re sea rch , F ry, e t a l., (1986), found  a  s ign ifican t 
re la tio n sh ip  between ro le  c o n flic t and  jo b  anxie ty. Jones, e t a l., (1996), 
found  ro le  c o n flic t s ig n ific a n tly  a n d  p o s itive ly  re la ted to jo b  anxie ty, and 
s ig n ific a n tly  and nega tive ly  re la te d  to  jo b  sa tis faction . Job  sa tis faction  
was s ig n ific a n tly  and n e g a tive ly  re la te d  to p ropensity  to  leave. Role 
c o n flic t is  antecedent, in  these  s tu d ie s , to  anxie ty, jo b  d issa tis fa c tio n  and 
in te n t to  leave.
T u rn o ve r is  an im p o rta n t outcom e o f the role stress and jo b  
a ttitu d e  re la tio n sh ip s . These re la tio n s h ip s  m ay be even m ore im p o rta n t 
fo r salespeople because th e  tu rn o v e r ra tes fo r salespeople are h igher 
th a n  fo r non-sa les em ployees (W eeks, 1966). Because le a rn in g  effects 
tend to  change a ttitu d e s  ove r tim e  (M owday, Porter, Steers; 1982), and 
because tu rn o v e r e lim in a te s  those  w ho experience the h ighest ro le  stress 
(Mowday, e t a l., 1982), th e  s tu d y  o f new  sales representa tives should  
produce a  b e tte r d e sc rip tio n  o f th e  re la tio n sh ip s  leading to tu rn o ve r.
In  a  s tu d y  designed to  exp lo re  the  antecedents and consequences 
o f o rg a n iza tio n a l co m m itm e n t d u rin g  e a rly  em ploym ent, Jo h n s to n , e t a l., 
(1990) surveyed a n a tio n a l co n su m e r goods com pany’s sales force. U sing 
a lo n g itu d in a l design w ith  tw o  tim e  periods o f da ta  co llec tion  resu lted  in
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a  sam ple size o f 261 on  the  in it ia l survey and a  sam ple o f 232 
a p p ro x im a te ly  s ix  m o n th s  la te r. The m odel re s u ltin g  fro m  p a th  a n a lys is  
o f th e  hypothesized re la tio n sh ip s , F igure  2 .5 , reveals ro le  a m b ig u ity  and 
jo b  sa tis fa c tio n  as d ire c t c o n trib u to rs  o f o rgan iza tiona l com m itm en t.
Job Attitudes
Sager, et a l., (1989) categorized va riab les proposed as an tecedent 
to  tu rn o v e r as e ith e r (1) ch a ra c te ris tics  o f the  o rgan iza tion  o r in d iv id u a l, 













The Sager, Futrell, and Varadarajan 
Performance -  Turnover Model (1989)
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U sing  va rious an tecedent, in te rv e n in g , and  precurs ive  variab les, 
Sager, e t a l., propose a m o de l w ith  pe rfo rm a n ce  and  tenure  a ffec ting  jo b  
sa tis faction  and in te n tio n s  to  q u it, re spe c tive ly . In  th e ir m odel, jo b  
sa tis faction , o rga n iza tio n a l co m m itm e n t, jo b  com parison (a lte rna tive  
w ith  present) and in te n tio n s  to  q u it, in te ra c t to  produce  tu rnove r.
M obley (1982) suggested th a t th e  pe rfo rm ance-tum over 
re la tio n sh ip  m ay va ry w ith  the  e x te n t to  w h ic h  rew ards are based on 
perform ance. Based on M obley, Sager, e t a l. , suggest th a t a com m ission- 
based com pensation system  w ill p roduce  a  s tro n g e r negative re la tio n sh ip  
between perform ance and  tu rn o v e r, i.e ., h ig h e r perform ance w ill produce 
even low er tu rn o ve r i f  th e  com m iss ion  com ponen t o f com pensation is 
larger. H ighe r pe rfo rm ers a re  m ore lik e ly  to  s ta y  i f  p a id  by com m ission.
Job Attitudes x  Role Stress
O rgan iza tiona l co m m itm e n t has lo n g  been estab lished as a stable 
in d ica to r o f an em ployee’s in te n t to  leave a n d  u ltim a te  tu rn o ve r (Steers 
and M owday, 1981). J o h n s to n , e t a l., (1990), fo u n d  the  developm ent o f 
o rgan iza tiona l co m m itm e n t in  new salespeople  to  be a  fu n c tio n  o f ro le  
a m b igu ity  (w h ich  is  a  com ponen t o f ro le  stress) and jo b  sa tis fac tion .
They also re con firm ed  th e  s tro n g  re la tio n sh ip  between 
organ iza tiona l co m m itm e n t and  p ro p e n s ity  to  leave, w ith  o rgan iza tiona l 
com m itm ent accoun ting  fo r  53%  o f va ria n ce  in  in te n t to  leave.
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Role c o n flic t and leadersh ip  behaviors act o n ly  th rough  these 
m e d ia tin g  va ria b les . O rgan iza tiona l com m itm ent, in  th is  s tu d y , 
accoun ted  fo r 53%  o f the  va ria tio n  in  p rop e n s ity  to  leave. The a u th o rs  
suggest th a t, in  sp ite  o f a s ig n ific a n t in d ire c t effect th rough  ro le  
a m b ig u ity  and  jo b  sa tis fac tion , th e  absence o f any d ire c t effect o f ro le  
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In  th e ir  w ords: “a  com pany v ie w in g  a  m odera te  degree o f p ressu re  and 
c o n flic t as being he a lth y  fo r its  sa lespeople w o u ld  n o t n e ce ssa rily  be 
u n d e rm in in g  th e ir o rgan iza tiona l c o m m itm e n t.” (p. 341)
OrffaniMfrional Citizenship Behaviors
The Logic of OCB
The exp lanations fo r th e  exis tence  o f tru s t and  coopera tion  d iffe r. 
F o r exam ple, B o u ld ing  e xp la in s  th e  exis tence  o f cooperative behavior, 
and  m o ra lity , by suggesting th a t i t  is  p a rt o f th e  con text w ith in  w h ich  
econom ics w orks. For B o u ld in g  (1969), th e  coopera tive  system  re qu ires  
a  co n te x t o f a  ro m a n tic  o r h e ro ic  e th ic  to  ba lance  th e  econom ic e th ic . As 
he p u t it ,  Econom ics is  a  c lod , h e ro ic  m a n  is  a  foo l, b u t som ew here in  
between the clod and the  foo l, h u m a n  m a n , i f  th e  expression m ay be 
pardoned, steers h is  to tte rin g  w ay”  (p. 10).
B a rna rd  (1938), described  o rg a n iza tio n s  as cooperative system s 
th a t endure  because the  va rio u s  s ta ke h o ld e rs  co n tin u e  to  have th e ir  
needs m et th rough  th e ir a sso c ia tio n  w ith  th e  o rgan iza tion . I t  w ou ld  
seem th a t the  dynam ics o f such  a  lim ite d  coopera tive  system , based o n ly  
on se lf-in te res t, w ou ld  produce  in s ta b ility  a n d  co u ld  n o t endure . I t  takes 
o n ly  a  sm a ll step, however, to  m ove fro m  B a rn a rd ’s cooperative system  to 
a system  o f socia l exchange as described  b y  B la u  (1964) (see below).
Some a n im a l behaviors are o fte n  seen as p u zz lin g  w hen th e  log ic o f 
su rv iva l o f the fitte s t is  app lied . S u rv iv a l o f th e  fitte s t is , a fte r a ll, the
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fu n d a m e n ta l te n e t o f the  th e o ry  o f evo lu tion . S u rv iva l is  seen as the 
m ost fu n d a m e n ta l o f se lf-in te re s ts . I f  a ll in d iv id u a ls  s trive  to survive  and 
reproduce , a n d  i f  o n ly  the fitte s t survive , the  e ffect o f evo lu tion  is  a  
species c o n tin u a lly  im p ro v in g  its  f it  w ith  its  environm ent. O n ly 
a d a p tive ly  f i t  in d iv id u a ls  surv ive  to  co n trib u te  th e ir  genetic s treng ths to 
fu tu re  g e n e ra tio n s . F itness m a x im iza tio n  is  the  re s u lt o f evo lu tiona ry  
stresses an d  c o m p e titio n  fo r su rv iva l.
The d if f ic u lty  fo r evo lu tio n  th e o ris ts  was to  exp la in  the  existence o f 
coopera tive  so c ia l behavior. T h is  w as, o f course, the  same d ilem m a th a t 
beset n e o c la ss ica l econom ics. As H a m ilto n  (1964) expla ined, “W ith  very 
few excep tions, th e  o n ly  p a rts  o f th e  theo ry  o f n a tu ra l selection w h ich  
have been su p p o rte d  b y  m a th e m a tica l m odels a d m it to no p o ss ib ility  o f 
th e  e v o lu tio n  o f a n y  characte rs w h ic h  are on average to the disadvantage 
o f th e  in d iv id u a ls  possessing them . I f  n a tu ra l selection fo llow ed the 
c la ss ica l m o de l exc lus ive ly , species w ou ld  n o t show  any behavior m ore 
p o s itiv e ly  so c ia l th a n  the  com ing toge ther o f the  sexes and pa ren ta l care”
(p. 1).
B u t, o f cou rse , cooperative socia l species do exist, and w ith  them  
we see b e h a v io rs  th a t do n o t resem ble se lf-in te re s t seeking, o r perhaps 
even se lf-p re se rva tio n  seeking. Food sharing , a la rm  ca lls, and a id  in  
com ba t seem  a n tith e tic a l to se lf-in te re s t and s u rv iv a l seeking. A n a la rm  
c a ll, fo r exam p le , to  a le rt o the rs  a b o u t the  presence o f a  p redato r m ay
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enhance the like lih o o d  o f the  su rv iva l o f those o th e rs , b u t a t the  expense 
o f w orsening the  odds o f su rv iva l fo r the  in d iv id u a l so u n d in g  the  a larm .
The logic th a t m akes sense o f th is  seem ingly ir ra tio n a l behavior is  
w h a t H am ilton  (1964) ca lled  in c lu s ive  fitness o r k in  se lection . D aw kins 
(1976) coined the  phrase the selfish  gene to  describe  th is  concept. 
T hrough k in  se lection , the  a b ility  o f th e  group and  th e  species to  survive 
is  enhanced b y  a ltru is tic  acts o f in d iv id u a l m em bers. I t ’s as i f  the  genes 
o f the  in d iv id u a l com pel a ltru is tic  se lf-sacrifice  in  o rd e r to  im prove the  
odds o f su rv iva l fo r the m any copies o f the gene e x is tin g  in  k in .
Reciprocal Altruism
Trivers (1971) developed the  concept o f coopera tive  behavio r in to  
w h a t he called rec ip roca l a ltru is m . In  o th e r w ords, i f  a ll m em bers o f a 
g roup  or clan recip roca ted  the a ltru is tic  behavio r, n o t o n ly  w ou ld  the  
odds o f the su rv iva l o f the  genes be enhanced, b u t th e  odds o f su rv iva l 
fo r each in d iv id u a l w ou ld  as w e ll. F o r exam ple, a n  in d iv id u a l g iv ing  an 
a la rm  ca ll m ay decrease th e  odds o f h is  k in  be ing ta ke n  b y  a  p reda to r to 
a lm ost zero. As long as the  odds o f p red a tio n  fo r th e  in d iv id u a l sound ing 
the  a la rm  do n o t increase to one, and as long  as each in d iv id u a l 
reciprocates, each in d iv id u a l (and the  species) w ill experience an 
im proved like lih o o d  o f su rv iva l.
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Social Exchange Theory
B la u  (1964) com b ined  s im ila r concepts in to  the  developm ent o f 
socia l exchange theory. B la u  in  effect created a re la tio n sh ip  co n tin u u m  
rang ing  fro m  close k in  on  one end to  com plete strangers on the o ther. 
B lau  saw exchange and  coopera tion  as o ccu rrin g  q u ite  d iffe re n tly  a long 
the  co n tin u u m , fo llo w in g  th e  re la tio n sh ip  differences. Exchanges w ith in  
fa m ily  o r close c lan  re la tio n s h ip s  are characterized by tru s t and w illin g  
coopera tion  — the  re c ip ro ca l a ltru is m  as described by T rive rs. It is  
genera lly  expected th a t i f  each in d iv id u a l cooperates, i. e., acts 
a ltru is tic a lly , a ll w ill b e n e fit. O n the  o th e r end o f the scale, exchange is  
characte rized  by close accoun ting  and negotiated co n tra c tu a l 
equ iva lencies. Th is end o f th e  scale is  characterized by skep tic ism  and 
fo rm a lity . A ltru is m  is  th e n  the basis o f e th ica l and m ora l codes 
(L ieberm an, 1991). A ltru is m  and  skep tic ism  (d is tru s t) toge ther fo rm  the 
basis fo r m o ra l ac tio n  and  ana lys is .
H aving  spent m illio n s  o f years evolving behaviors (and a ttitudes) 
th a t enhance su rv iva l, h u m a n s  spent the  overw helm ing m a jo rity  o f th a t 
tim e liv in g  in  extended fa m ily  g roups, i. e., clans. The m o ra l ru le  th a t 
developed in  th is  se ttin g  to  enable cooperative behavior w ou ld  fo llow  the  
same genetic log ic as developed by H a m ilto n  in  the  th e o ry  o f k in  
se lection. T h is  ru le  w o u ld  resem ble rec ip roca l a ltru is m  m uch m ore 
close ly th a n  m easured econom ic exchange. The hypothesis th a t a ltru is m
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is  g e n e tica lly  based was supported  by R ush ton  (1986). In  a  s tu d y  o f 573 
p a irs  o f tw in s  he determ ined th a t genetics is  th e  s tro n g e s t fa c to r in  
p re d ic tin g  b o th  a ltru is tic  behavio r and aggressive tendencies.
R ecip roca l a ltru is m  m anifests its e lf as p ro so c ia l behavior. 
O rg a n iza tiona l c itize n sh ip  behaviors are, a fte r a ll, se lfless acts th a t, 
w hen rec ip roca ted , forge and m a in ta in  cooperative s tru c tu re . As S m ith , 
O rgan &  N ear (1983) p u t it, “C itizensh ip  b e hav io r m ay re p re se n t ju s t one 
m a n ife s ta tio n  o f a  broader d isp o s itio n  to w a rd  p ro so c ia l behavio r” (p. 
656).
In  th e  S m ith , et a l., (1983) s tu d y , o rg a n iz a tio n a l c itize n sh ip  
behavio r (OCB) w as found  to  have tw o d im e ns ion s , a ltru is m  and 
generalized com pliance. Th is s tu d y , based on 422  re po n d e n ts  fro m  tw o 
m idw estem  b anks, was designed to tes t the  hypo theses th a t w orkp lace  
e n v iron m e n ta l fa c to rs  and p e rso n a lity  fa c to rs  served to  p rom ote  OCB. 
Based on th e  lite ra tu re  fro m  socia l psycho logy on a ltru is m , they  
sp e c ifica lly  proposed th a t p e rso n a lity  o r m ood (th e y  used jo b  sa tis fa c tio n  
as a  p roxy), leader-supportiveness behaviors, a n d  ta sk  in te rdependence 
w ou ld  serve to  increase OCB. They produced a  m odel based on th e ir 
re su lts  fo r each d im ension  (a ltru ism  and com pliance). F o r a ltru is m , 
leader supportiveness acted th ro u g h  jo b  s a tis fa c tio n  to p rod u ce  a ltru is m . 
For com pliance , leader supportiveness had a  d ire c t e ffect o n  com pliance, 
b u t th e  re s u lts  fo r jo b  sa tis fac tion  were n o t s ig n ific a n t. In te re s tin g ly , the  
best in d ic a to r fo r com pliance was the  in d iv id u a l’s score o n  th e  lie  scale
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(Eysenck, 1958). The a u th o rs  fe lt th is  m ig h t in d ica te  need fo r approval 
d riv in g  b o th  com p liance  and  th e  lie  score. Im p o rta n tly , the  a u th o rs  also 
fe lt leader su p p o rtive n e ss w as its e lf a  fo rm  o f a ltru is tic  behavior causing 
th e ir su b o rd in a te s  to  respond  in -k in d , i. e., in  a  som ew hat reciproca l 
fash ion.
A m e ta -a n a lys is  o f a tt itu d in a l a n d  d isp o s itio n a l p red ic to rs  o f OCB 
was com pleted  by  O rgan &  R yan (1995). In  th e ir m odel, jo b  a ttitu d e s  
and p e rs o n a lity  fa c to rs  a c t d ire c tly  to  produce  OCB and are on ly  
m in im a lly  re la te d  to  ta sk  p e rfo rm a n ce . T h e ir review , based on 55 
stud ies w ith  a  to ta l sam ple size o f severa l thousand , supported th is  
m odel. They fo u n d  a ltru is m  co rre la te d  m ost s tro n g ly  w ith  jo b  
sa tis fa c tio n  (.282), b u t a lso co rre la te d  w ith  o rgan iza tiona l com m itm ent 
(.247 -  how ever th e  re la tio n s h ip  w ith  co n tin u a nce  com m itm ent was n o t 
s ig n ifica n t). For com p liance , th e  re la tio n s h ip  was reversed. The 
co rre la tio n  w ith  sa tis fa c tio n  (.275) w as lo w e r th a n  th a t fo r o rgan iza tiona l 
com m itm en t (.316 -  a lth o u g h  aga in  th e  co rre la tio n  w ith  con tinuance  
com m itm en t w as n o t s ig n ific a n t). The a u th o rs  concluded: “ I f  a b ility  is  
the sing le  best p re d ic to r o f ta s k  o r in -ro le  perform ance ... then  perhaps 
m orale is  th e  ana logous b e s t p re d ic to r o f ex tra -ro le  co n trib u tio n s ” 
(p. 795).
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OCBs and Sales Performance
Prosocia l behavio r was specifica lly s tu d ie d  v is -a -v is  sales 
perfo rm ance and tu rn o ve r b y  George &  B ettenhausen (1990). The 
a u th o rs  hypothesized th a t the  leader’s positive  m ood and g roup  
cohesiveness w ou ld  p o s itive ly  re la te  to prosocia l behav io r and  negative ly 
re la te  to  tu rn o ve r. They also hypothesized th a t p roso c ia l behavio r, i. e., 
h e lp fu l behaviors d irected  a t custom ers, w ou ld  p o s itive ly  re la te  to sales 
perform ance m easured a t the  group level.
T h e ir sam ple cam e fro m  33 stores o f a n a tio n a l re ta il ch a in . The 
average group  size w as 1 1 . 2 1  sales associates w ith  an average te n u re  o f 
2 .07  years. T h e ir re su lts  confirm ed th a t p roso c ia l behav io r was 
p o s itive ly  re la ted  to  g roup  cohesion and leader’s pos itive  m ood, and th a t 
tu rn o ve r was negative ly re la ted  to leader’s pos itive  m ood, b u t n o t to 
g roup  cohesiveness. Sales perform ance (m easured as d o lla rs  o f sales 
volum e) w as p o s itive ly  re la ted  to leader’s positive  m ood a n d  to  p rosocia l 
behavior. A p rin c ip le  lim ita tio n  o f th is  s tudy w as th a t th e  d ire c tio n  o f 
ca u sa lity  cou ld  n o t be d e fin ite ly  determ ined.
P odsakoff 8 s M ackenzie (1994) also re la ted  OCBs to  sales u n it 
effectiveness. D e fin in in g  OCBs as “d iscre tiona ry  e x tra -ro le  behavio rs on 
the  p a rt o f a  salesperson th a t have been shown to  in flu e n ce  m anagers’ 
eva lua tions o f perform ance” (p. 351 -  abstract) th e y  d iv id e d  th e ir s tu d y  
in to  tw o p a rts . The firs t p a rt was the d e te rm in a tio n  o f th e  re la tio n s h ip  
on m anagers’ eva lua tions. R atings were obta ined fro m  th e  m anagers o f
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987 fu ll- tim e  in su ra n ce  agents. These agents represented a m a jo r 
insu rance  c a rrie r and were located th ro u g h o u t the  U. S. The average 
com pany te n u re  o f th e  agents w as 5 .2 9  years, and  they had  w orked fo r 
th e ir p resent m anager fo r an average o f 3 .15  years. Podsakoff &  
MacKenzie developed a  scale to m easure  OCBs based on O rgan (1988). 
Th is scale in c lu d e d  th re e  d is tin c t aspects o f OCB: h e lp in g  behaviors 
(a ltru is tic  behaviors), c iv ic  v ir tu e  (com pliance behaviors), and 
spo rtsm ansh ip  (positive  a ffect, peacekeeping). Agent OCBs were also 
given by the  agents’ m anagers. In  acco rd  w ith  th e ir  hypotheses a ll three 
aspects o f OCB were s ig n ific a n tly  p o s itiv e ly  re la te d  to  the  m anagers’ 
eva lua tions.
The second s tu d y  e lem ent w as designed to  de term ine w he the r 
OCBs re la te  to  an ob jective  m easure o f s a le s -u n it effectiveness. Agent 
OCB ra tin g s  w ere aggregated in to  m easures o f sa le s -u n it OCB and a 
sa le s -u n it pe rfo rm ance  in d e x  was developed fro m  com pany records. The 
perform ance in d e x  w as com prised o f th e  w e ighted average o f fo u r 
perform ance fac to rs : th e  a m ou n t o f new  bus iness b ro u g h t in  by the  
agents; th e  a m o u n t o f u n it  sales in  excess o f the  com pany’s p rio r-ye a r 
m edian p ro d u c tio n ; th e  average n u m b e r o f p o lic ie s  sold p e r agent week 
w orked; and  th e  to ta l n u m b e r o f p o lic ie s  so ld . W e igh tings were assigned 
by the  researchers and  ranged fro m  40%  to  15%. The c iv ic  v irtu e  and 
spo rtsm ansh ip  aspects o f OCB w ere fo u n d  to  s ig n ific a n tly  and positive  
affect sales u n it perfo rm ance. H e lp ing , how ever, was n o t s ig n ifica n tly
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re la te d  to the  perfo rm ance index. In  fact, p a th  ana lys is  revealed th a t 
h e lp in g  behavio r had  a s ig n ific a n tly  negative im pact on th e  perfo rm ance 
in d e x . A fte r s ta tin g  th a t “ i t  appears th a t some OCBs m ay he lp  a nd  
o th e rs  m ay h in d e r o rgan iza tiona l perform ance” (p. 358) the  a u th o rs  
s u ggest th a t th e  tru e  effect o f he lp ing  behaviors is  obscured by a 
su p p re ss io n  e ffect. They suggest th is  m ay happen w hen  the loss o f 
p ro d u c tio n  fro m  a n  experienced agent is  no t made up  fro m  the  he lped 
(inexperienced) agen t’s p rod u c tio n . They also suggest th a t th is  m ay be a  
s h o rt-te rm  negative re la tio n s h ip  w ith  long -te rm  effects be ing  positive . I t  
m a y  w e ll be th a t th e  sales u n its  w ith  several new agents see an increase 
in  h e lp in g  behav io r w h ile  average p ro d u c tio n  su ffe rs because o f the  over­
a ll inexperience  o f th e  sales u n it agents. T h is  w ou ld  a lso seem to  be a  
s h o rt-te rm  o b scu ra tio n  o f the  tru e  im pact o f he lp ing , b u t o n ly  i f  tu rn o v e r 
a llo w s  the  he lped agent to  survive in to  a m ore p roductive  (and he lp ing) 
agen t.
A ntecedents o f OCB were also explored in  the  co n te x t o f pe rsona l 
s e llin g  by Netem eyer, Bole, McKee, &  M cM u rria n  (1997). The a u th o rs  
p roposed  a  m odel w ith  jo b  sa tis fac tion  a c tin g  d ire c tly  to  produce OCB, 
b u t w ith  pe rson -o rgan iza tion  fit, leadersh ip  support, and  fa irness in  
re w a rd  a llo ca tio n  a c tin g  th ro u g h  jo b  sa tis faction . Netem eyer, et a l., used  
tw o  sam ples to  exp lore  these re la tion sh ip s . In  s tu d y  1, the  sam ple w as 
91 sa les represen ta tives em ployed by a  c e llu la r paging com pany. The 
m e d ia n  age w as 29, the  m edian incom e was $20,000 - $ 29 ,999 , 51 w ere
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fem ale, 52 had college degrees, and  th e  m e d ian  length  o f tim e  w ith  the  
em ployer was 1.89 years. A ll c o n s tru c ts  w ere m easured u s in g  se lf-repo rt 
scales. The re su lts  o f th is  s tu d y  co n firm e d  th e  m odel re la tio n sh ip s  w ith  
the exception th a t the leade rsh ip  s u p p o rt to  jo b  sa tis faction  p a th  was n o t 
s ign ifican t.
In  th e ir second s tu d y , N etem eyer, e t a l., used a sam ple o f 182 rea l- 
estate agents. The average age o f th is  g ro u p  w as 48, the average tenure  
was 8.4 years, the m edian  incom e w as $ 3 0 ,0 00  - $39,999, 142 were 
fem ale and 8 6  had fo u r-ye a r degrees. A ga in , th e  m odel was supported . 
In te re s tin g ly  the com pensation p la n  fo r th e  s tu d y  1 employee sam ple was 
a com bination  o f a sm a ll sa la ry  p lu s  com m iss ion . The com pensation 
p la n  fo r the s tu d y  2 p a rtic ip a n ts  w as a ll com m ission. The a u th o rs  
suggested th a t: “Salespeople w hose c o n tro l system  is  tied  heavily to  
‘outcom e-based’ c rite ria  (i. e., sales volum e) m ig h t be less lik e ly  to engage 
in  OCBs, whereas those salespeople c lose ly  a ligned  to a ‘behavior-based’ 
system  m igh t be m ore a p t to  engage in  OCBs” (p. 85). Despite th is  
suggestion, the  a u th o rs  in c lu d e d  no a tte m p t to  determ ine w he ther th e  
difference in  com pensation s tru c tu re  co u ld  be corre la ted  w ith  s tu d y  
resu lts .
Recently M acKenzie, Podsakoff, &  A heam e (1998) used OCB as a 
re finem ent o f the  B row n, Peterson (1993) m ode l. M acKenzie, et a l., s p lit 
the perform ance co n s tru c t fro m  B row n  8 s Peterson in to  in -ro le  (task) 
perform ance and e x tra -ro le  pe rfo rm ance  (OCB). They hypothesized th e
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fo llo w in g  re la tio n sh ip s . (1 ) Role a m b ig u ity  and ro le  co n flic t w ill be 
n e g a tive ly  re la ted  to  jo b  sa tis fa c tio n . (2) In -ro le  perform ance w ill be 
re la te d  p o s itive ly  to  jo b  sa tis fa c tio n . (3) Job sa tis faction  w ill p o s itive ly  
a ffe c t o rg a n iza tio n a l com m itm ent. (4) O rgan iza tiona l com m itm ent w ill be 
n e g a tive ly  re la te d  to  p ropens ity  to  leave. (5) E x tra -ro le  perform ance w ill 
m ed ia te  the  sa tis fa c tio n -tu m o ve r re la tion sh ip . (6 ) E x tra -ro le  
pe rfo rm ance  w ill m ediate  the in -ro le  pe rfo rm ance-tum over re la tio n sh ip . 
U s ing  a  sam ple o f 672 com m issioned life  insu rance  agents, th e y  tested  
these re la tio n s h ip s . The agents h a d  an average age o f 36.9  years, an  
average com pany tenu re  o f 4 .3  years, and an average o f 2.6 years 
w o rk in g  fo r  th e ir  m anagers. A lm ost tw o -th ird s  (65.7% ) o f the agents had  
college degrees, and  78.3%  were m en.
A ll hypo thesized re la tio n sh ip s  were supported, w ith  one exception . 
The in -ro le  perfo rm ance -  o rga n iza tio n a l com m itm en t re la tio n sh ip  w as 
n o t s ig n ific a n t. The ove ra ll goodness-o f-fit index, however, suggested th e  
m odel d id  n o t f i t  the data. U s ing  pa th  ana lys is  and tests o f over­
id e n tify in g  re s tric tio n s , they re fined  th e  m odel (see fig u re  2.7).
The changes requ ired  o f the  m odel inc lude  a  d ire c t re la tio n s h ip  
betw een ro le  a m b ig u ity  and o rga n iza tio n a l com m itm ent as w e ll as a 
d ire c t re la tio n s h ip  between ro le c o n flic t and o rgan iza tiona l co m m itm e n t, 
i. e., in -ro le  perfo rm ance on ly  p a rtia lly  m ediates the  re la tio n sh ip  between 
ro le  a m b ig u ity  and o rgan iza tiona l com m itm ent, and between ro le  c o n flic t 
and  o rg a n iza tio n a l com m itm ent.
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The MacKenzie, e t a l., (1998) s tu d y  revea ls th e  im p o rta n ce  o f jo b  
sa tis fa c tio n  and o rg a n iza tio n a l co m m itm e n t as p re cu rse rs  o f 
o rga n iza tio n a l c itize n sh ip  behaviors. I t  a lso revea ls a negative  im p a ct 
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CHAPTER 3
RESEARCH  METHODOLOGY
The ob jective  o f th is  ch a p te r is  to  present the research 
m ethodo logy to  be used  in  d e te rm in in g  the  effects o f co n tin g e n t 
com pensa tion  on sales rep resen ta tives  and  o thers who receive a p o rtio n  
o f th e ir  com pensa tion  as co n tin g e n t u pon  perform ance. S pecifica lly, the 
e ffects o f c o n tin g e n t com pensa tion  w ill be s tu d ie d  using  a  fram ew ork 
based in  p a rt on a  m ode l developed by MacKenzie, Podsakoff, and 
Ahearne (1998). T h is  m ode l in c lu d e s : ro le  stress (role am b igu ity , ro le  
co n flic t), jo b  a ttitu d e s  (job sa tis fa c tio n , o rga n iza tiona l com m itm ent), and 
pe rfo rm ance  outcom es (in -ro le  perform ance, extra-ro le  perform ance, 
in te n t-to -le a v e ). Because th e  e ffects o f con tingen t com pensation are 
believed to  in c lu d e  increased  a n x ie ty  (based on the u n p re d ic ta b ility  o f 
incom e), fin a n c ia l a n x ie ty  w ill be added to  th e  m odel. A new scale to 
m easure fin a n c ia l a n x ie ty  w ill be va lid a te d  and  used fo r th is  purpose. 
A lso, because the re  is  no  th e o re tica l o r e m p irica l w ork connecting  
co n tin g e n t co m pe n sa tio n  to  ro le  a m b ig u ity , the ro le am b igu ity  c o n s tru c t 
is  e lim in a te d  fro m  the  m ode l. C o n tin g e n t com pensation w ill be s tu d ie d  as 
a  d ire c t c o n tr ib u to r to  ro le  s tress and  fin a n c ia l anx ie ty  and in d ire c tly  to
73
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in -ro le  perform ance. A cting  th ro u g h  these co n s tru c ts , the  e ffects o f 
co n tin g e n t com pensation on o rgan iza tiona l co m m itm e n t, jo b  sa tis fa c tio n , 
e x tra -ro le  perform ance, and in te n t-to -le a ve  w ill a lso be s tu d ie d  (see 
fig u re  3-1).
T h is  chapte r w ill be organized as fo llow s: (1) proposed fra m e w o rk , 
(2) research hypotheses, (3) ope ra tio n a liza tio n  o f m odel co n s tru c ts  and  a 
d iscu ss io n  o f re lia b ility  and v a lid ity  cons ide ra tions, (4) th e  su rvey 
in s tru m e n t, (5) the sam pling design and research m ethods, and  (6 ) th e  
s ta tis tic a l techniques to be u tilize d  in  d a ta  ana lys is .
Proposed Framework
The proposed fram ew ork in c lu d e s  the re la tio n sh ip s  o f ro le  s tress 
and  jo b  a ttitu d e s . O rgan iza tiona l com m itm en t is  th e  s tre n g th  o f an 
“ in d iv id u a l’s id e n tifica tio n  w ith  and invo lvem en t in  a  p a rtic u la r 
o rga n iza tio n ” (Mowday, Porter, &  Steers, 1982 p. 6 ). The th e o re tica l 
deve lopm ent o f organ iza tiona l com m itm en t suggests th a t i t  co u ld  be 
used to  p re d ic t the like lihood  th a t an in d iv id u a l w o u ld  re m a in  w ith  the  
o rga n iza tio n  and w o rk  tow ard  a tta in m e n t o f o rg a n iza tio n a l goals 
(M owday, et a l., 1982). The d e fin itio n  o f jo b  sa tis fa c tio n  fo r salespeople 
g iven b y  C h u rch ill, Ford, &  W alker (1974) in c lu d e s  “a ll ch a ra c te ris tic s  o f 
the  jo b  its e lf and the w o rk  environ m ent w h ich  [in d u s tria l] salesm en fin d  
rew ard ing , fu lfillin g , and sa tis fy ing , o r fru s tra tin g  and  u n sa tis fy in g ”  (p. 
225). G rea ter jo b  sa tis faction  has also been gene ra lly  re la ted  to  reduced
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p ro p e n s ity  to  leave th e  o rg a n iza tio n  (B rayfie ld  &  C rocke tt, 1955; 
M owday, Koberg, &  M c A rth u r, 1984) and w ith  reduced ra tes o f 
absenteeism  (P orter 8 s S teers, 1973). In  add ition , jo b  sa tis fa c tio n  has 
been show n to  be s tro n g ly  re la te d  to  o rgan iza tiona l co m m itm e n t (Porter, 
S teers, &  M owday, 1974) and  to  o rgan iza tiona l c itize n sh ip  behaviors 
(S m ith , O rgan, 85 N ear, 1983; O rgan, 1988).
Role c o n flic t a rise s  because th e  in d iv id u a l em ployee experiences 
c o n flic tin g  dem ands. T h is  w o u ld  seem to be especia lly  tru e  fo r 
salespeople and o th e rs  w ho  m u s t sa tis fy  often c o n flic tin g  dem ands in  
o rde r to  receive som e o r a ll o f th e ir  com pensation. “Role co n flic t is  the  
degree to  w h ich  sa lespeop le  receive incom pa tib le  dem ands from  th e ir 
ro le -se t m em bers (e. g ., peers, m anagem ent, o r custom ers) th a t canno t 
be sa tis fied  s im u lta n e o u s ly ”  (D u b in sky  85 H artley, 1986). Research has 
in d ica te d  th a t ro le  s tre ss  a c ts  to  in h ib it m o tiva tio n  (Tyagi, 1985). Tyagi 
concluded th a t ro le  c o n flic t p roduced a  s ig n ifica n t negative im p a ct on 
bo th  in tr in s ic  and e x tr in s ic  m o tiva tio n .
G eneralized a n x ie ty  an d  jo b -in d u c e d  tension are re la ted  to ro le  
stress. Jo b -ind u ce d  te n s io n  m easures tens ion  th a t m ay re s u lt from  any 
o f the  facets o f w o rk  life  and  is  m easured based on phys io log ica l 
responses to  stress a n d  te n s io n . G eneralized anxie ty a lso re flec ts  the  
va rio u s  m a n ife s ta tio n s  o f stresses in  a ll areas o f life , w o rk  and non -w ork . 
These m easures, ta ke n  to g e the r, re fle c t th e  stresses and pressures th a t 
e x is t fo r an in d iv id u a l rega rd less o f th e ir  o rig in . F in a n c ia l anx ie ty , in
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p a rtic u la r, seems to  cross w o rk /n o n -w o rk  b o u n d a rie s  a t w ill. A n  
in d iv id u a l a tte m p tin g  to  cope w ith  an unp re d ic ta b le  in co m e  m ig h t feel 
stress (fin an c ia l anxie ty) o f a  m uch d iffe re n t n a tu re  th a n  th a t m easured 
by role a m b ig u ity  and  ro le  co n flic t.
The in te rre la tio n s h ip  o f role stress and jo b  a ttitu d e s  is  ce n tra l to 
perform ance and tu rn o ve r. Jo h n sto n , et a l., (1990) used th is  
re la tio n sh ip  as the  core o f th e ir m odel lin k in g  le a d e rsh ip  behav io rs  to 
tu rn o ve r in  salespeople. B row n and Peterson (1993) used  th e  same core 
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antecedents (role stress) and  consequences (perform ance and tu rnover). 
M ackenzie, e t a l. (1998), used th e  B row n &  Peterson m odel to  s im ila rly  
pos ition  e x tra -ro le  pe rfo rm ance w ith in  a fram ew ork o f antecedents and 
consequences.
Research Hypotheses
A set o f e leven hypotheses based on th is  m odel w ill a llow  a test o f 
the  re la tio n sh ip s  o f the  proposed m ode l co n stru c ts .
Development of Hypotheses
E xpectancy th e o ry  (V room  1964, &  P orte r &  Law ler, 1968) suggests 
th a t m o tiva tio n  is  th e  re s u lt o f an  eva lu a tio n  o f a  rew ard  context. To the 
extent a  sales rep resen ta tive , o r o th e r em ployee offered incentive 
com pensation, va lues a  rew ard , believes the  necessary perform ance is 
achievable, and  believes th e  re w a rd  w ill re s u lt from  the  required 
perform ance, th e  sales re p re se n ta tive  w ill be m o tiva ted  to perfo rm . This 
log ica l e va lu a tio n , acco rd ing  to  expectancy theo ry, w ill produce 
m o tiva tion  to p e rfo rm  in  o rde r to  achieve the  rew ard . Expectancy theory 
is  the th e o re tica l fo u n d a tio n  s u p p o rtin g  th e  connection  between the 
provis ion  o f an  in ce n tive  and th e  expecta tion  o f enhanced perform ance. 
Based on research  c ite d  above, i t  is  hypothesized th a t fin a n c ia l anxie ty 
and role c o n flic t w ill m ediate  th e  in ce n tive  -  perform ance connection.
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Financial An>Hetv
C om pensation con tingency d ire c tly  a ffects fin a n c ia l a n x ie ty . F o r 
exam ple, when a sales representative ’s live lihood  depends u p o n  
u n p re d ic ta b le  outcom es o f the sales process, the fact th a t even s h o rt­
te rm  success (and the re fo re  near-te rm  incom e) is  u n p re d ic ta b le  can  
engender anxie ty. T h is  sh o u ld  be especia lly tru e  in  the case o f new  sales 
represen ta tives w ho have litt le  o r no experience to a ss is t th e m  in  
p re d ic tin g  the lik e ly  outcom es o f th e ir e ffo rt in  o rder to  reduce th e ir  
perceived v u ln e ra b ility . T h is  fin a n c ia l a n x ie ty  shou ld  be m a n ife s t in  
c e rta in  behaviors th a t w ill a llow  its  m easurem ent.
Salespeople have v u ln e ra b ilitie s  g rea tly  exceeding those faced b y  
people in  o ther careers. Bagozzi (1978) described the  o ccu p a tio n  o f 
se llin g  as being cha racte rized  by v u ln e ra b ility . Sales re p re se n ta tives  
experience v u ln e ra b ilitie s  in  the effectiveness o f the  m anagem ent- 
developed sales process in  p roducing  sales, in  the p ro d u c t o r service  
com petitiveness and co n tin u e d  usefu lness, in  the  general econom ic leve l, 
in  the  fa ir-m indedness o f m anagem ent, and even in  the  tra in in g  
p rog ram . I f  the pe rcep tion  o f v u ln e ra b ility  produces generalized a n x ie ty , 
a  se llin g  career in  w h ic h  the sales represen ta tive ’s com pensa tion  is  
la rg e ly  o r w h o lly  co n tin g e n t upon sales re su lts  shou ld  p roduce h ig h e r 
levels o f v u ln e ra b ility  a n d  fin a n c ia l anx ie ty  th a n  one in  w h ich  th e  sa les
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representa tive  is  pa id  la rge ly  o r co m p le te ly  by sa la ry . It shou ld  fo llow , 
th e n , th a t:
H I A s levels o f co n tin g en t com pensation  increase, leve ls  o f  
fin a n c ia l an x ie ty  m ill in c re a s e .
I f  the am oun t o f co n tin g e n t co m pe n sa tio n  is  a  low percentage o f 
to ta l com pensation, com pensa tion  u n c e rta in ty  sh o u ld  be low  as sh o u ld  
th e  re su ltin g  anxie ty . I f  th e  a m o u n t o f co n tin g e n t com pensation is  a 
h ig h  percentage o f to ta l co m pe n sa tio n , com pensa tion  u n c e rta in ty  and 
a n x ie ty  shou ld  also be h igh . T h is  in c re a se  in  fin a n c ia l anxie ty w ill re s u lt 
in  a reduction  in  jo b  s a tis fa c tio n  a n d  an increase in  the  sales 
represen ta tive ’s in te n t to leave. S p e c to r (1987) fo u n d  s ig n ifica n t pos itive  
co rre la tio n s  between in te rp e rso n a l c o n flic t a t w o rk  and two m easures 
im p o rta n t to  th is  m odel: genera lized a n x ie ty  and  jo b  d issa tis faction .
Job Satisfaction
Bagozzi (1978), u s ing  th e  Jo b -R e la te d  T ension  Index developed by 
K ahn, et a l., (1964) to  m easure ro le  s tress, fo u n d  jo b -re la te d  te n s io n  
s ig n ific a n tly  and negative ly re la te d  to  perfo rm ance , generalized se lf­
esteem, and jo b  sa tis fa c tio n . G u p ta  a n d  B eehr (1979) dem onstra ted  a 
re la tio n sh ip  between jo b  s tress a n d  w ith d ra w a l behaviors, w h ich  they 
suggested as being m ediated th ro u g h  jo b  d issa tis fa c tio n .
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H 2  A s levels o f fin a n c ia l a n x ie ty  increase, levels o fjo b  s a tis fac tio n  
w ill be reduced.
H 3  A s  levels o f role conflict increase, levels o f  jo b  satis factio n  w ill 
be reduced.
Role Conflict
Rizzo, e t a l., (1970) defined ro le  co n flic t in  te rm s o f congruency o r 
c o m p a tib ility  o f ro le  requ irem ents, i. e., re spo n s ib ilitie s . Based on ro le  
th e o ry , th e  n a tu re  o f the  co n s tru c t, and p rev ious research th e y  
hypo thes ized  ro le  c o n flic t to  re s u lt in  reduced perform ance and  jo b  
s a tis fa c tio n . They found  ro le  c o n flic t to be co rre la ted  p o s itive ly  w ith  
a n x ie ty  and  negative ly w ith  jo b  sa tis fa c tio n  and jo b  security .
These co n flic ts  are c e rta in ly  n o t m issed b y  sales representa tives. 
“W h ich  p ro d u c t do I sell, the  one th a t is  best fo r m y custom er o r the  one 
th a t pays me the  m ost?” “How can I se ll th is  p ro d u c t w hen I know  th a t 
m y co m p e tito r has a  su p e rio r p ro d u c t o r su p e rio r value?” These and  
s im ila r questions are com m on questions in  sales force d iscussions.
D u b in s k y  and H a rtle y  (1986) found se lf-m o n ito rin g  to  be 
s ig n ific a n tly  and p o s itive ly  re la ted  to role co n flic t. Th is suggests th a t 
sales represen ta tives w ho feel th e y  m u s t a ttem pt to  read the socia l cues 
in  o rd e r to  adap t to the  s itu a tio n  experience ro le  co n flic t borne o f an  
u n c le a r d e te rm in a tio n  as to w h ich  ro le  is expected. Role c o n flic t is  
crea ted  w hen  an  in d iv id u a l is  u n ce rta in  as to the  received ro le , i. e., an
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accurate  perception o f w h a t is  expected b y  o the rs  is  a  p re re q u is ite  to  
accepting th a t role (Greene an d  O rgan, 1972).
I t  shou ld  also be noted th a t outcom e-based com pensa tion  also acts 
as a co n s tra in t on the sales rep resen ta tive , g re a tly  reduc ing  th e ir 
autonom y. C om m ission-based com pensa tion  acts  to  focus the  sales 
representa tive ’s effort on th e  outcom es o n ly , ra th e r th a n  on the  sales 
process o r on the custom er’s needs. T h is  focus on ends ins tead  o f 
means, se lf instead o f o the rs, produces a  co n flic te d  received ro le . The 
s treng th  o f the reward sh o u ld  serve to  exacerbate the  ends-m eans 
tension . By d e fin itio n  th is  is  ro le  c o n flic t. Im p o rta n tly , B row n  &  
Peterson (1993) and M acKenzie, et a l., (1998) fo u n d  s ig n ific a n t negative 
co rre la tions between role c o n flic t and o rg a n iza tio n a l co m m itm e n t and 
between role con flic t and in -ro le  pe rfo rm ance . C onsequently, i t  is 
hypothesized tha t:
H 4  A s levels o f contingent com pensation in crease, role conflict w ill 
also increase.
H 5  A s levels o f role conflict in crease, in -ro le  perfo rm an ce  w ill be 
reduced.
H 6  A s levels o f role conflict increase, o rg a n iza tio n a l com m itm ent 
w ill be reduced.
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Performance
Severa l researchers have estab lished  a connection between ro le  
c o n flic t a n d  perfo rm ance. Bagozzi (1978), fo r exam ple, found  ro le  
c o n flic t s ig n ific a n tly  negative ly re la ted  to  perform ance in  a sam ple o f 
in d u s tr ia l sa lespeople . D u b in sky  and  H a rtle y  (1986) in  a  s tu d y  o f re ta il 
sa lesperson pe rfo rm ance , also fo u n d  ro le  c o n flic t to be negative ly re la ted  
to  p e rfo rm a n ce , a lth o u g h  th e  re la tio n s h ip  was n o t s ig n ifica n t. 
A d d itio n a lly , K a h n  (1964) fo u n d  th a t in d iv id u a ls  who reported  
e xp e rie n c in g  ro le  c o n flic t, also repo rted  th a t th e ir  own effectiveness w as 
reduced  (R izzo, House, L irtzm a n , 1970). I f  th e  level o f ro le  co n flic t is  a  
fu n c tio n  o f c o n tin g e n t com pensation, i t  sh o u ld  be heightened in  sales 
people w ho rece ive  a  h ighe r percentage o f th e ir  pay based on th e ir sales 
re s u lts . W ith  ro le  c o n flic t m e d ia tin g  th e  re la tion sh ip , co n tin g e n t 
co m pe n sa tio n  sh o u ld  re s u lt in  reduced perform ance.
B ro w n  &  Peterson (1993) fo u n d  perfo rm ance to p os itive ly  in flu e n ce  
o rg a n iz a tio n a l com m itm en t, b u t to  have no effect on jo b  sa tis fa c tio n . 
M acKenzie, e t a l., (1998) separated perfo rm ance in to  in -ro le  and e x tra - 
ro le  and o b ta in e d  th e  opposite re s u lt, i. e. in -ro le  perform ance p o s itive ly  
in flu e n ce  jo b  sa tis fa c tio n  w h ich  leads to  o rgan iza tiona l com m itm ent. 
Based on th is  resea rch  i t  is  hypothesized th a t:
H 8  A s  le v e ls  o f  in-ro le perform an ce increase, jo b  satis factio n  w ill be 
in creased .
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Extra-role Performance
The existence o f e x tra -ro le  perfo rm ance  (OCB) de rives  th e o re tica lly  
fro m  the  w o rk  o f B lau  (1964) in  the  deve lopm ent o f so c ia l exchange 
th e o ry  and from  the concept o f o rg a n iza tio n a l ju s tic e . B la u  id e n tifie s  the 
log ic  o f socia l o rgan iza tion  as d e riv in g  fro m  e ith e r th e  in tr in s ic  
g ra tific a tio n  o f associa tion  its e lf o r fro m  the  e x tr in s ic  bene fits  the 
a ssoc ia tion  provides. In  h is  w ords: “ ...a n  in d iv id u a l m a y  be a ttra c te d  to 
o th e rs  e ith e r because assoc ia ting  w ith  them  is  in tr in s ic a lly  g ra tify in g  o r 
because the  associa tion fu rn ish e s  e x trin s ic  b e n e fits  fo r  h im ” (B lau , 1964, 
p .58). The degree o f sa tis fa c tio n  o f these needs, w hen  com pared  w ith  the  
in d iv id u a l’s perceived c o n trib u tio n , and w hen com pared  to the 
c o n trib u tio n s  and outcom es o f o the rs , leads th e  in d iv id u a l to a 
pe rcep tion  o f o rgan iza tiona l ju s tic e . The tw o e lem ents o f o rga n iza tio n a l 
ju s tic e  (p rocedura l ju s tic e  and  d is tr ib u tiv e  ju s tic e ) re la te  d ire c tly  to the  
in tr in s ic  and e x trin s ic  bene fits  o f a ssoc ia tion  described  b y  B la u  (1964). 
A cco rd ing  to the  theo ry o f o rg a n iza tio n a l ju s tic e , o rg a n iz a tio n  m em bers 
perceive fa irness, o r ju s tic e , as b e in g  a  fu n c tio n  o f b o th  so c ia l exchange 
and  econom ic exchange p rin c ip le s . P rocedura l ju s tic e  is  th a t e lem ent o f 
fa irne ss  o r e q u ity  w h ich  fo llow s fro m  the  em ployee’s b e in g  in tr in s ic a lly  
va lued ; i.e ., having  d ig n ity , be ing  a  respected m em ber, o r be ing  accepted. 
I t  is  th e  ju s tic e  one w o u ld  experience in  a g rou p  o f fr ie n d s  w here one 
frie n d  he lps o r is  helped b y  a  a n o th e r w ith o u t e ith e r fr ie n d  keeping a
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ledger to  la te r expect a n  exact ba la n c in g  o f accounts. Th is k ind  o f ju s tic e  
is  in h e re n t in  the  concept o f soc ia l exchange w h ich  rests on the  
fo u n d a tio n  o f re c ip ro ca l a ltru is m , as discussed in  chap te r 2. D is trib u tive  
ju s tic e , on the  o th e r h a n d , is  quid pro quo, con tra c tu a l, i. e., econom ic in  
n a tu re . D is tr ib u tiv e  ju s tic e  derives w hen the fru its  o f organization are 
d is tr ib u te d  fa ir ly , i. e ., w hen c o n trib u tio n  is  m easured and outcom es are 
d is trib u te d  a cco rd in g ly .
Fo lger and  K onovsky (1989) and Konovsky and Pugh (1994) 
dem onstra ted  th a t em ployee percep tions o f p rocedura l ju s tice  p red icted  
the  level o f o rg a n iza tio n a l c itize n sh ip  behaviors. Konovsky and Pugh 
(1994) hypo thesized  th a t d is trib u tiv e  ju s tice , i.e ., the  existence o f 
e x trin s ic  rew ards, o r econom ic ju s tic e , w ou ld  be negatively re la ted  to  
o rg a n iza tio n a l c itiz e n s h ip  behaviors. As they p u t it , “The co n d itio n a lity  
o f econom ic exchanges also in h ib its  the  developm ent o f tru s t because 
th a t deve lopm ent re q u ire s  evidence o f one p a rty ’s se lf-sacrifice and 
responsiveness to  th e  o th e r person ’s needs, w h ich  co n d itio n a l exchanges 
do n o t p rov ide ” (p .659). S e lf-sacrifice  and  responsiveness to the  o th e r 
pe rson ’s needs are, o f course, acts o f a ltru ism . Aside from  cooperation 
itse lf, the  m a n ife s ta tio n  o f the re c ip ro ca l a ltru is m  ru le  in  o rgan iza tiona l 
behavio r is  in  o rg a n iza tio n a l c itize n sh ip  behaviors.
T e s tin g  th e ir  m ode l in  a  sam ple o f 475 D epartm ent o f V eterans 
A ffa irs  h o s p ita l em ployees, K onovsky and Pugh (1994) were able to 
su p p o rt th e  p o s itive  im p a c t o f p roce d u ra l ju s tic e  on levels o f tru s t. The
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hypothesized negative effects o f d is tr ib u tiv e  ju s tic e , how ever, d id  n o t 
ob ta in . Even tho u g h  the  p a th  estim a te  w as negative, as p re d ic te d , i t  d id  
n o t achieve s ta tis tic a l s ign ificance.
It w ou ld  seem th a t a  s tro n g e r te s t o f the  im p a c t o f d is tr ib u tiv e  
ju s tic e  on OCB cou ld  be made in  a  sam ple o f sales rep resen ta tives w ho 
are c o n tin u a lly  exposed to the econom ics o f d is tr ib u tiv e  ju s tic e ; i.e ., 
com m issions, bonuses, and va rio u s  o th e r incen tives. I f  th e  e ffect o f 
fo rm a lized  exchange ru les , as hypothesized  based on the  th e o ry  o f 
d is tr ib u tiv e  ju s tic e , is  to reduce OCB, th e  best te s t sh o u ld  be in  
com m ission sales representatives. As th e  p ro p o rtio n  o f co m m iss io n  
increases in  th e  sales representa tives pay p la n , th e  level o f OCB m a n ife s t 
shou ld  be reduced.
M oreover, th e  M acKenzie, e t a l., (1998) m odel p roduced s ig n ific a n t 
positive  re la tio n sh ip s  between jo b  sa tis fa c tio n  and e x tra -ro le  
perform ance, and between o rg a n iza tio n a l co m m itm e n t and  e x tra -ro le  
perform ance. In  the  proposed m ode l, jo b  sa tis fa c tio n  is  hypothesized  to  
be reduced by co n tin g e n t com pensation  a c tin g  th ro u g h  ro le  c o n flic t and  
jo b -in d u ce d  tension , and o rga n iza tio n a l co m m itm e n t is  hypo thesized  to  
be reduced by con tingen t com pensation  a c tin g  th ro u g h  ro le  c o n flic t. In  
o th e r w ords, b o th  the  theory o f o rg a n iza tio n a l ju s tic e  and th e  proposed 
m odel suggest OCBs w ill be reduced in  the  face o f h ig h e r p ro p o rtio n s  o f 
co n tin g e n t com pensation.
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H 8  A s levels o f  o rg a n iza tio n a l com m itm ent increase, extra-role  
perfo rm an ce  w ill in crease .
Intent to Leave
M ost research in to  tu rn o v e r fo r the la s t fo u r decades has been 
based on th e  M arch  a n d  S im o n  (1958) m odel. Th is m ode l im p lic itly  
assum es th a t the  d e c is io n  to  leave is  the  re su lt o f ra tio n a l process in  
w h ich  the  dec is ion  to  leave is  based u p o n  an in d iv id u a l’s de te rm ina tions 
about the  d e s ira b ility  o f q u itt in g  a n d  th e  o p p o rtu n ity  o r ease o f doing so. 
T h is  m odel has been extended  and  tested  by m any researchers over the 
years. P rice (1977) added a n o th e r d im ension  by suggesting  th a t the 
operan t fa c to rs  are d is s a tis fa c tio n  and  o p p o rtu n ity  to leave. Mobley 
(1977) a lso focused on  th e  co n n e c tio n  between jo b  d issa tis fa c tio n  and 
tu rn o ve r.
M ow day, P orte r, a n d  S teers (1982) developed a  more 
com prehensive m odel in  w h ic h  o rga n iza tio n a l co m m itm e n t plays a 
ce n tra l ro le . They suggest th a t o rg a n iza tio n a l com m itm ent, w h ich  acts 
as a stab le  p re d ic to r o f tu rn o v e r, develops in  stages: p re -e n try , early 
em ploym ent, and m id d le  a n d  la te  career. Turnover am ong new hires, 
especia lly new  sales re p re se n ta tive s , ce rta in ly  occurs a t m u ch  h igher 
ra tes th a n  am ong m ore e s ta b lish e d  em ployees and sales representatives.
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Steers (1977) con firm ed  th a t o rgan iza tiona l co m m itm e n t is  
s tro n g ly  re la ted  to  th e  in te n t and desire to  rem ain , b u t th a t jo b  
perform ance was u n re la te d  to  organ iza tiona l com m itm ent.
M obley, et. a l. (1979) found evidence to  su p p o rt a  re la tio n sh ip  
between tu rn o ve r and several independent va riab les in c lu d in g  age, 
tenu re , jo b  sa tis fa c tio n , o rgan iza tiona l com m itm ent, jo b  co n te n t, and 
in te n t to  stay. C o tton  and T u ttle  (1986), in  a n o th e r m e ta -ana lys is , found  
strong  confidence in  th e  corre la tion  between tu rn o ve r and  several 
fac to rs . These fa c to rs  included: em ploym ent pe rcep tions, u n io n
presence, pay, ove ra ll jo b  sa tis faction , sa tis fa c tio n  w ith  th e  w o rk  itse lf, 
pay sa tis fa c tio n , sa tis fa c tio n  w ith  superv is ion , age, te n u re , gender, 
educa tion , the n u m b e r o f dependents, b io g raph ica l in fo rm a tio n , 
o rga n iza tio n a l com m itm en t, m et expectations, and  behav io ra l in te n tio n s  
(a ll positive ).
W h ile  B row n &  Peterson (1993) fo u n d  jo b  s a tis fa c tio n  ac ting  
th ro u g h  o rga n iza tio n a l com m itm ent to p roduce in te n t to  leave, the 
M acKenzie, e t a l., (1998) resu lts  ind ica te  th a t jo b  sa tis fa c tio n  acts 
d ire c tly  and  th ro u g h  e x tra -ro le  perform ance to  produce in te n t to  leave 
w h ile  o rga n iza tio n a l com m itm ent acts o n ly  th ro u g h  e x tra -ro le  
perform ance. A gain, the  MacKenzie m odel separated in -ro le  and  e x tra ­
ro le perform ance.
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H9 A s levels o f jo b  sa tisfaction  increase, in ten t to leave mill be 
reduced.
H I 0 A s levels o f jo b  sa tisfaction  increase, extra-role perform ance 
unit increase.
H ll  A s levels o f in ten t to leave increase, extra-role perform ance mill 
be reduced.
Because it  d id  n o t appear th a t M acKenzie, e t a l., (1998) tested the 
causal p r io r ity  o f in te n t to  leave v is -a -v is  e x tra -ro le  perform ance, i t  seem 
lik e ly  th a t i t  is  in te n t to  leave th a t causes c u rta ilm e n t o f extra -ro le  
perform ance ra th e r th a t the  reverse. T h is  hypo thes is  w ill be tested.
Table 3 .1  Sum m ary o f Hypotheses,
H I As levels o f contingent com pensation increase, levels o f financial anxiety 
w ill increase.
H 2 As levels o f financial anxiety increase, jo b  satisfaction w ill be reduced
H 3 As levels o f role conflict increase, jo b  satisfaction w ill be reduced
H4 As levels o f contingent com pensation increase, role conflict w ill increase.
H 5 As levels o f role conflict increase, in-ro le performance w ill be reduced
H 6 As levels o f role conflict increase, organizational commitment w ill be 
reduced
H 7 A s levels o f in-role perform ance increase, jo b  satisfaction w ill be 
increased
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Table 3.1 (Continued) Summary o f Hypotheses,
H 8 A s levels o f organizational commitment increase, extra-role performance 
m ill be increased.
H 9 A s levels o f job satisfaction increase, intent to leave m ill be reduced.
H 1 0 A s levels o f jo b  satisfaction increase, extra-role perform ance m ill 
increase.
H l l A s in ten t to leave increases, extra-role performance m ill be reduced
Measurement
Contingent Compensation
The e x te n t o f co n tin g e n t com pensation w as ope ra tiona lized  by 
u s in g  a  th re e -ite m  scale:
The percentage o f m y incom e two m o n th s  from  now  th a t is
dependen t on  m y sales re su lts  between now and th e n  is :_______
The percentage o f m y incom e six m o n th s  fro m  now  th a t is
dependen t on m y sales re su lts  between now and th e n  is :_______
The percentage o f m y incom e twelve m o n th s  fro m  now  th a t is
dependen t on  m y sales re su lts  between now and th e n  is:_______
W h ile  these item s have n o t been used before, the  ob jective  
ch a ra c te r o f th e  requested response shou ld  p rov ide  h ig h  levels o f bo th  
re lia b ility  and  v a lid ity . As m ost com pensation p la n s  change ve ry  lit t le  
over p e riod  o f a  sales represen ta tive ’s career, i t  is  a n tic ip a te d  th is  scale 
w ill p roduce  a s u ffic ie n tly  h ig h  re lia b ility . The th ree  item s cou ld  also be
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used in d iv id u a lly  to te s t fo r nea r, m id , and  long -te rm  re la tion sh ip s , 
should  re lia b ility  be low er th a n  a n tic ip a te d .
Intent to Leave
In te n t to  leave was m easured b y  tw o  scales. F irs t b y  a single item  
scale used by Spector, e t a l., (1988):
Table 3 .2  In ten t to Leave (Spector* et al. 1988}
How often, i f  ever, have you seriously considered q u ittin g  yo u r present job?
1 .
Never
2. 3. 4. 5. 6.
Seldom O ccasionally R egu larly F req u en tly M ost of the tim e
7.
A ll the T im e
T h is scale is  fre q u e n tly  used in  resea rch  in vo lv in g  sales personne l 
(e. g., Jo h n sto n , 1990). Because th e  re lia b ility  o f s ing le -item  m easures is  
often considered p rob lem a tic  (W anous, R e ichers, &  H udy, 1997) in te n t to  
leave w ill also be m easured b y  th e  fo u r-ite m  scale developed by B luedom  
(1982) w h ich  asks respondents to  re p o rt th e ir:
Table 3.3 In tent to Leave (B luedom , 1982)
1 Propensity to leave in  the n e x t th ree  m o n th s,
2 Propensity to leave in  th e  n ex t six m o n th s,
3 Propensity to leave in  th e  n ex t year,
4 Propensity to leave in  th e  n ex t tw o years.
Responses range from  very  h ig h  (7) to very  low  (1).
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T h is  scale was re ce n tly  used b y  Babakus, et a l., (1996) in  a s tu d y  
based on  a  n a tio n a l sam ple o f 203 sales people. The ir s tudy produced a 
re lia b ility  co e ffic ie n t fo r th is  scale o f 0 .84 .
Generalized Anxiety
A n x ie ty  w as m easured us ing  a reduced version o f the T a y lo r (1953) 
M an ifes t A n x ie ty  Scale (as m odified  b y  H oyt and Magoon, 1953, Buss, 
1955, a n d  by Bendig, 1956). H oyt and  Magoon validated the  o rig in a l 
scale in  a  sam ple o f college studen ts  a n d  found on ly 30 o f the item s to be 
va lid . B u ss  extended th e  va lid a tio n  u s in g  a  sam ple o f n e u ropsych ia tric  
p a tie n ts . O u t o f the 30 item s fo u n d  to  be va lid  by H oyt and Magoon, 
Buss fo u n d  o n ly  14 to be va lid  fo r a  p a tie n t popu la tion . B end ig  (1956) 
d id  a  fu r th e r  va lid a tio n  s tu d y  on the  T ay lo r MAS inco rpo ra tin g  the p rio r 
w o rk  o f b o th  B uss and H oyt &  M agoon. Using a sample o f college 
s tu d e n ts , he developed a  S ho rt Form  o f the M anifest A nxie ty scale. H is 
w o rk  re s u lte d  in  a 2 0 -ite m  scale w ith  an in te rn a l consistency re lia b ility  
o f 0 .76  (com pared to 0 .82 fo r the  o rig in a l 50 item  scale). Because the  
B end ig  s tu d y  d id  n o t invo lve  a  p a tie n t popu la tion , the S hort Form  scale 
w ill be used  to  m easure a n x ie ty  in  th is  study, along w ith  one a d d itio n a l 
scale ite m  fro m  the  o rig in a l MAS. W h ile  the  scale was designed to have 
each ite m  answ ered as e ith e r tru e  o r fa lse, the  response set fo r th is  s tu d y  
w ill be a  seven-po in t L ike rt-typ e  scale w ith  anchors o f “ s tro n g ly  agree”
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and “ s tro n g ly  disagree” in  o rd e r to  m ore fu lly  d iffe re n tia te  the  range o f 
“ trueness - falseness” . Scale ite m s  are  show n in  Tab le  3 .4 .
Item  21 is  from  the o rig in a l 5 0 -ite m  T a y lo r M AS. Because i t  re la tes 
d ire c tly  to the  na tu re  o f the  a n x ie ty  u n d e r s tu d y , i t  is  in c lu d e d  in  the  
a n x ie ty  scale. Th is scale, a long  w ith  th e  jo b  in d u ce d  te n s io n  scale 
(House &  Rizzo, 1972) was used to  he lp  va lid a te  th e  fin a n c ia l a n x ie ty  
scale (FAS).
Table 3 .4  Short Form  M anifest Anxiety Scale (Taylor, 1953}
1. I  believe I  am  no m ore nervous th a n  m ost o thers.
2. I  w ork und er a  great deal o f tension .
3. I  cannot keep m y m ind  on one th in g .
4. I  am  m ore sensitive th a n  m o st o th er people.
5. I frequently find m yself w o rry in g  ab o u t som eth ing.
6. I  am  usu ally  calm  and no t eas ily  upset.
7. I  feel anxiety about som eth ing o r som eone a lm ost a ll the tim e.
8. I am  happy m ost o f the tim e .
9. I have periods of such g reat restlessness th a t I  can not s it long in  a  chair.
10. I  have som etim es fe lt th a t d iffic u ltie s  w ere p ilin g  up  so h igh  th a t I could not 
overcome them .
11. I  find  it  hard  to keep m y m in d  on a  ta s k  or jo b .
12. I  am  not unu su ally  self-conscious.
13. I  am  inclined to take th ings h a rd .
14. Life is  a  s tra in  for m e m uch  o f th e  tim e .
15. A t tim es I th in k  I am  no good a t a ll.
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Table 3 .4  )C ontinued} Short Form  M anifest A nxiety Seale {Taylor, 1953)
16. I  am  c e rta in ly  lack in g  in  self-confidence.
17. I  c e rta in ly  feel useless a t tim es.
18. I  am  a  h ig h  s tru n g  person.
19. I  som etim es feel th a t I  am abo ut to  go to pieces.
20. I  s h rin k  fro m  facing  a  crisis o r d ifficu lty .
2 1 . I  w o rry  over m oney and business.
Job-Induced Tension.
Jo b -In d u ce d  T ension  is a m easure o f the “te n s io n  and pressures 
g row ing  o u t o f jo b  requ irem en ts” (House &  Rizzo, 1972, p. 481). I t  has 
been show n to  be s ig n ific a n tly  and p o s itiv e ly  corre la ted w ith  ro le c o n flic t 
and in te n t-to -le a v e  a n d  negative ly corre la ted  w ith  jo b  sa tis fa c tio n  
(N e te n ^ e r, J o h n s to n , &  B u rto n , 1990) and  p o s itive ly  w ith  role c o n flic t 
(Frye, F u tre ll, P arasu ram an , and C hm ie lew ski, 1986).
The scale used in  th is  s tu d y  w as developed by House &  Rizzo 
(1972) as a  7 -ite m  tru e -fa lse  scale. Netem eyer, et a l., (1990) converted 
the  scale to  use a  5 -p o in t response se t in  lie u  o f the  true -fa lse  set and  
fo u n d  a com posite  re lia b ility  m easure o f .82. F iye, et a l., (1986) reported  
an in te rn a l co n s is te n cy  o f .88. They also p rovided  evidence o f 
nom o log ica l v a lid ity  in  th a t the p a th  coe ffic ien ts  to ro le  co n flic t, com pany 
su p p o rt, an d  s a tis fa c tio n  w ith  custom ers f it  genera lly  w ith in  the  
th e o re tica l m ode l based on an u n d e rs ta n d in g  o f the co n s tru c ts .
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Table 3 .5  Job-induced Tendon {House &  Rizzo, 1972)
l I  feel fidgety o r nervous because o f m y job .
2 Problems associated w ith  w o rk  have kept m e aw ake a t n ig h t.
3 M y job  tends to directly affect m y health .
4 If  I  had a  d ifferen t job, m y h e a lth  w ould probably im prove.
5 I often “take  m y job home w ith  m e” in  the sense ta t I  th in k  ab o u t it  
when doing o ther things.
6 I  feel nervous before attend ing  m eetings in  the organ ization .
7 I som etim es feel w eak a ll over.
This scale, a long w ith  the  m a n ife s t anx ie ty  scale (T aylo r 1953) was 
used to  help va lida te  the fin a n c ia l a n x ie ty  scale (FAS).
Financial Anxiety
F inancia l anxie ty, or w o rry  a b o u t money, perm eates m a ny types o f 
behavior. The effects o f fin a n c ia l a n x ie ty  are com m on ly b lam ed fo r
Table 3.6 Financial Anxiety Scale {FAS)
1. I  w orry about being able to p ay  m y b ills  two m onths from  now .
2 . A fter m aking  a  sale, I frequently  w o rry  about fin d in g  the n ex t sale.
3 . There is a  m ajor purchase (car, house, etc.) th a t I  w ill n o t m ake  
because o f fin an c ia l uncerta in ty
4 . S tarting  a fam ily  and rearing ch ildren is m nre d iffic u lt because o f the
financial uncertain ty.
5 . I  w ould consider another jo b  offer, doing the sam e jo b , i f  i t  p a id  a ll 
salary instead o f salary and bonus o r com m ission.
6 . I  w ould consider going in to  m anagem ent because o f a  m ore dependable  
incom e.
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Ilillil-
Because o f  th e  com m ission  o r bonus incom e I  earn :
7. I  keep a  la rg er balance in  m y checking account.
8. I avoid in s ta llm e n t purchases.
9. I am  concerned ab o u t consis ten tly  being able to m ake enough m oney 
to m eet m y expenses.
10. I am  concerned th a t som e tim e in  th e  fu tu re  I  w ill no t be ab le to m ake  
enough m oney to  m eet m y  expenses.
divorce, co ro n a ry  a rte ry  d isease, and  o the r areas o f em otiona l and 
phys ica l illn e ss . S u rp ris in g ly , no scale cou ld  be found to  m easure the 
a n x ie ty  s tem m ing  fro m  a changeable  o r unp red ic tab le  incom e. Because 
i t  is  at the  core o f th is  research , a  new  scale was developed fo r its  
m easurem ent. T h is  resea rche r, in  co lla b o ra tio n  w ith  a g roup  o f h ig h ly  
experienced sales rep re se n ta tives  a nd  sales m anager id e n tifie d  ten 
concerns a nd  behavio rs w h ic h  th is  g roup  vo lunteered as th e ir  response 
to  an  u n c e rta in  incom e. In  some ins tances th e y  were cop ing  strategies 
th a t th is  g roup  recom m ended to  new sales representatives, e. g., keeping 
a  la rger th a n  ‘n o rm a l’ ba lance  in  a  checking  account. T h is  scale was 
va lida ted  as p a rt o f th is  s tu d y .
Job Satisfaction.
Job s a tis fa c tio n  is  a  key jo b  a ttitu d e  in  m any m odels o f 
perform ance and  re te n tio n . Job  sa tis fa c tio n  in  salespeople has been 
m easured a n d  s tu d ie d  b y  n u m e ro u s researchers (Bagozzi, 1978;
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C h u rc h ill, e t a l., 1974; Teas, 1983). The m easure o f Job  sa tis fa c tio n  
u tiliz e d  in  th is  s tu d y  in c lu d e d  m easures o f in tr in s ic  and  e x tr in s ic  jo b  
sa tis fa c tio n . Because D eci’s (1972) fin d in g s  in d ica te  co n tin g e n t 
com pensation o r rew ards m ay act to d im in is h  in tr in s ic  m o tiv a tio n , and  
because th e  p rov is io n  o f incen tives is  necessa rily  e x trin s ic  to  th e  w o rk  
itse lf, the  re la tio n sh ip  o f each d im ension to  the  o th e r s tu d y  va ria b le s  
m ay add to  the  u n d e rs ta n d in g  o f the ro le  in ce n tive s  p lay. A lso , m a n y  o f 
the  researchers review ing th e  m o tiva tio n a l im p a c t o f va rio u s  c o n s tru c ts  
have d iscussed the  effects o f jo b  d issa tis fa c tio n . F o llow ing  H erzberg , jo b  
d issa tis fa c tio n  fo llow s fro m  hygienic fac to rs . The d e sc rip tio n  o f these 
facto rs reveals them  to  fa ll in to  the  category o f e x trin s ic . The 
com plem ent o f e x trin s ic  jo b  sa tis faction  m ay p rov ide  a  m easure  fo r jo b  
d issa tis fa c tio n  re la tin g  d ire c tly  to th is  th e o re tica l basis o f th e  c o n s tru c t.
The scale used to  m easure the tw o sa tis fa c tio n  com ponen ts  is  th e  
Job  D im ension  Scale (Schletzer, 1965) as m od ified  b y  Lucas, 
P arasuram an, D avis, &  E n is  (1987). In  th e ir  s tu d y , Lucas, e t a l., re p o rt 
coe ffic ien t a lphas o f .612 fo r the in tr in s ic  jo b  sa tis fa c tio n  scale a n d  .617 
fo r the e x trin s ic  jo b  sa tis fa c tio n  scale. These scales, as a ll sca les in  th is  
s tudy, u tiliz e d  a 7 -p o in t ra tin g  (from  s tro n g ly  disagree to  s tro n g ly  agree) 
fo r each item .
The Lucas, et a l. (1987), In tr in s ic  Job  S a tis fa c tio n  scale 
in co rpo ra ted  fo u r item s.
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Table 3 .7 .1  In trin s ic  Jab Satisfaction (ScM etzer, 1965$
l i O ur agency does a  good jo b  a t encouraging professional growth.
2 i I get a  feeling  o f accom plishm en t from  the w ork I am  doing.
3 i M y jo b  is a n  in te res tin g  one.
4 i M y firm  offers o p p o rtu n ities  fo r grow th as a  career underw riter.
Table 3 .7 .2  E xtrinsic Job ' Satisfaction fScM etzer,rI9'65)
le I am  satisfied  w ith  the com pensation p lan  u n d er w h ich  I w ork.
2e I am  satisfied  w ith  m y earn in g s  as an  agent.
3e M y earn ings are  fa ir  in  re la tio n  to  the efforts expended.
4e I am  satisfied  w ith  m y p ro b ab le  earnings w ith  th is  com pany.
5e The p u b lic ’s a ttitu d e  tow ard  m y  com pany is  good.
6e I am  satisfied  w ith  m y b en e fit p la n  in  general.
7e The p u b lic ’s a ttitu d e  to w ard  sales people is good. j
i
In  keep ing  w ith  th e  H erzberg  d e fin itio n s , th e  in tr in s ic  scale was 
expanded to te n  ite m s b y  in c lu d in g  s ix  a d d itio n a l item s.
Table 3 .7 .3  fu trm sie Job Satisfaction -  Added Item s
5 i M y w ork here has re a l m ean ing .
6 i I  am  proud  to te ll people w h a t I  do for a  liv ing .
7 i I f  I perform  w ell, I  w ill have op p o rtu n ity  fo r prom otion.
8 i I  am  recognized here fo r do ing a  good jo b .
9 i This jo b  is  challenging.
lO i This jo b  allow s m e to w o rk  w ith o u t d irect supervision.
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S im ila rly , the e x trin s ic  scale was expanded to 12 item s by 
in c lu d in g  five a d d itio n a l item s.
Table 3-7 .4 Extrinsic Job Satisfaction -  Added Item s
8e (8e) The policies of m y em ployer m ake m y jo b  m ore d ifficu lt.
9e (9e) M y  jo b  is secure.
lO e (lO e) The w orking conditions here m ake it  eas ier to do a good job .
l i e (1 le ) The people I w ork w ith  m ake it easier to do a  good job .
12e (12e) M y  supervisor is a  rea l asset to me in  do ing  m y jo b .
These a d d itio n a l item s m ore com pletely describe  the co n s tru c ts  as 
defined by H erzberg (1966). F o r the  purposes o f th is  s tudy, however, th e  
jo b  sa tis fa c tio n  co n stru c t w ill be modeled as u n i-d im e n s io n a l. The sum  
o f the 22 in d iv id u a l item s w ill be the m easure o f jo b  sa tis fac tion .
Organizational Commitment
Perhaps the  m ost com m only used scale to  m easure o rga n iza tiona l 
com m itm en t is  the O rgan iza tiona l C om m itm ent Q uestionna ire  (OCQ) 
developed by M owday, Steers, and P orter (1979). Th is scale w as 
va lida ted  based on stud ies o f 2563 em ployees in  n in e  d iffe re n t 
o rgan iza tions. I t  has been fo u n d  to have acceptab le  levels o f re lia b ility  
and o f p red ic tive , convergent, and  d isc rim in a n t v a lid ity .
Th is scale is  com prised o f fifteen item s u s in g  a  7 -p o in t response 
set rang ing  fro m  strong ly  disagree to s trong ly  agree.
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1
(M owday, e ta k , 1979))
1 I am  w illin g  to p u t in  a  g reat d ea l o f e ffo rt beyond th a t n o rm a lly  
expected in  o rder to help  th is  o rg an iza tio n  be successful.
2 I ta lk  up th is  o rgan ization  to m y frien d s  as a  great o rgan ization  to w ork  
for.
3 I  feel very little  lo ya lty  to th is  o rgan ization  eg.
4 I  w ould  accept alm ost an y  type o f jo b  assignm ent in  o rder to keep
w orkin g  fo r th is  o rgan ization . ii
5 I fin d  th a t m y values an d  th e  o rg an iza tio n ’s values are very s im ila r.
6 I  am  proud to te ll others th a t I  am  p a rt o f th is  organ ization .
7 I  could ju s t as w ell be w o rk in g  fo r a  d iffe ren t organization as long as 
the type o f w o rk  was s im ila r ®.
8 Th is organ ization  rea lly  in sp ires  th e  ve ry  best in  m e in  th e  w ay  o f job  
perform ance.
9 It  w ould  take  very  little  change in  m y p resen t circum stances to cause 
m e to leave th is  o rgan ization  ®.
10 I am  extrem ely g lad th a t I  chose th is  o rgan ization  to w o rk  fo r over 
others I  w as considering a t th e  tim e  I  jo in e d .
11 There’s no t too m uch  to  be gained  b y  s tick in g  w ith  th is  o rgan ization  
in d efin ite ly  ®.
12 O ften, I  find  it  d iffic u lt to agree w ith  th is  o rgan ization ’s polic ies on  
im p o rtan t m atte rs  re la tin g  to its  em ployees ®.
13 I rea lly  care ab o u t the fa te  o f th is  o rgan ization .
14 For m e th is  is  the best o f a ll o rgan izations to w ork for.
15 D ecid ing to w o rk  fo r th is  o rg an iza tio n  w as a  defin ite m is take  on m y  
p a rt ®.
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Extra-role Performance
O rg a n iza tio n a l c itize n sh ip  behaviors “are d isc re tion a ry  behaviors 
on  th e  p a rt o f a  sa lesperson th a t are believed to  d ire c tly  p rom ote  the 
e ffective  fu n c tio n in g  o f an o rgan iza tion , w ith o u t necessarily in flu e n c in g  a 
sa lesperson ’s ob jective  sales p ro d u c tiv ity ” (Podsakoff &  M acKenzie, 1994 
p. 351). O rgan (1988) suggested th a t OCBs com e in  a  va rie ty  o f form s. 
S p e c ifica lly , he categorized OCB in to : sportsm ansh ip , c iv ic  v irtu e , and 
h e lp in g  behavio rs. S p o rtsm a n sh ip  behaviors are exh ib ited  w hen sales 
rep resen ta tives m a in ta in  a  non -com p la in ing  a ttitu d e  a b o u t the 
o rg a n iza tio n , i. e., th e y  focus on  the  positives and try  to ignore  pe tty  
annoyances. C iv ic  v ir tu e  is  m an ifest in  sales representatives who 
s u p p o rt th e  o rg a n iza tio n  by fu lfillin g  requ irem ents and suggesting  
im p rovem ents  to  o p e ra tio n s  and  procedures. H e lp ing  behaviors in c lu d e  
a c ts  o f a ltru is m  (he lp ing  a  co-w orker w ith  w ork-re la ted  problem s), 
co u rte sy  (to p reven t w o rk -re la te d  problem s), cheerleading (encouraging 
o th e rs  w hen th e y  are  dow n), and  peacem aking (a ttem pting  to  resolve 
c o n flic ts  w hen  th e y  o ccu r).
P odsako ff &  M acKenzie (1994) developed a  scale o f m anager-ra ted 
O CB. They asked sales m anagers to  provide an a p p ra isa l o f the e x te n t to 
w h ich  a  sales rep resen ta tive  e xh ib its  OCB. U sing  a  scale o f one 
(s tro n g ly  disagree) to  seven (s tro n g ly  agree), th e y  were asked to  provide 
th e ir  assessm ent o f how  w e ll a  sales representa tive  m easured-up to  these 
s ta tem en ts .
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Podsakoff &  M acKenzie found  th e  re lia b ility  o f each sub-scale to be 
h igh  (as m easured by C ronbach ’s a lpha , (he lp ing , 0 .8 9 ; c iv ic  v irtu e , 0 .82; 
sportsm anship , 0.84) and found  th e  ove ra ll scale to  have a C ronbach's 
a lpha  o f 0.92. D is c rim in a n t v a lid ity  o f scale c o n s tru c ts  was evidenced by 
the fact th a t th a t a ll OCB in te rco rre la tio n s  w ere less th a n  1.00 (p<.05)
Table 3.9.1 Organizational Citizenship Behavior 
(Podsakoff &  MacKenzie. 19941
Helping
1
W illingly gives of his or her time to help other agents who have work-related 
problems.
2
Is willing to take time out of his or her own busy schedule to help recruiting or 
training new agents
3
“Touches base” w ith others before in itiating actions th a t m ight affect them.
4
Takes steps to try to prevent problems w ffh other agents an d /o r other 
personnel in  the agency.
5
Encourages other agents when they are down.
6
Acts as “peacemaker” when others in  the agency have disagreements.
7
Is a stabilizing influence when dissention occurs.
Civic Virtue
8 Attends functions that are not required but help the agency/company image.
9 Attends training/inform ation sessions that agents are encouraged but not 
required to attend.
10 Attends and actively participates in  agency meetings.
Sportsmanship
11 Consumes a lot of time complaining about triv ial m atters. (R)
12 Always finds fault w ith what the agency/company is doing. (R)
13 Tends to make “mountains out of molehills” (makes problems bigger than they 
are).(R)
14 Always focuses on what is wrong w ith  his or her situation rather than the 
positive side of it. (R)
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and th e  sha red  va ria nce  am ong any tw o co n s tru c ts  (the square o f th e ir  
in te rc o rre la tio n ) w as a lw ays less th a n  the  average variance exp la ined  by 
the  c o n s tru c t. In  o th e r w ords, each c o n s tru c t was d is tin c t (no t in c lu d e d  
w ith in  a n o th e r) and th e  overlap o r shared variance  was alw ays less th a n  
the average va ria nce  e xp la ined  by the c o n s tru c t itse lf.
T h is  1 4 -item  m anager eva luated scale was converted to  a se lf- 
re p o rt sca le  u s in g  th e  sam e one (s trong ly  disagree) to seven (s tro n g ly  
agree) sco rin g  p rocedure . In  a d d itio n , M acKenzie, Podsakoff, and  
A heam e (1998) suggested in c lu s io n  o f item s to m easure cu s to m e r 
o rie n te d  behav io rs  th a t m ay fa ll w ith in  the  descrip tion  o f OCB. As 
b o u n d a ry  spanners, sa les representa tives shou ld  e xh ib it lin k in g  O CBs in  
th e ir  co n ta c ts  w ith  custom ers. M acKenzie, et a l., suggested th ree  
“cu s to m e r o rie n te d  b e h a v io r” item s fo r in c lu s io n :
Table 3 .9 .2  OrganizabQnal C itizenship Behavior 
C ustom er-O riented Behavior Item s (M acKenzie, e t a l. 1998)
15 P rovid ing  personal advice to a  c lien t in  areas in  w hich the salesperson  
does n o t receive com pensation.
16 R e ferrin g  people to  a  c lie n t’s business.
17 In tro d u c in g  clients to  people w ho m ight help the client w ith  e ith er w o rk  
or n o n -w o rk  re la ted  problem s.
18 In tro d u c in g  business clients to one ano ther socially.
The scale was converted  to  se lf-re p o rt w ith  a 7 -p o in t response set 
and  q u e s tio n  18 w as added to  b ridge th e  con text o f questions 16 and  17.
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The re s u ltin g  scale has a  to ta l o f e ighteen ite m s co m p ris in g  th e  fo u r sub­
scales. (See A ppendix 1).
Role Conflict
Role co n flic t was m easured by use o f th e  15 ro le  c o n flic t item s o f 
the role stress q u estionna ire  developed b y  Rizzo, e t a l., (1970). In  Rizzo, 
et a l., (1970), sub jects w ere asked to in d ica te  th e  degree to  w h ic h  the
Table 3 .10  Role C onflict (K izzo, e t a l., 1970)
1. I have enough tim e to  com plete m y w ork.
2. I perform  tasks th a t are  too easy o r boring.
3. I have to do things th a t should be done d ifferen tly .
4. I am  able to act the sam e regardless o f the group I am  w ith .
5. I w o rk  under incom patib le  policies and  guidelines.
6. I  receive an assignm ent w ith o u t th e  m anpo w er to com plete it .
7 . I  have to buck a  ru le  o r po licy in  order to c a n y  o u t an  assignm ent.
8. I receive assignm ents th a t are  w ith in  m y tra in in g  and cap ab ility .
9. I  have ju s t the rig h t am o u n t o f w o rk  to do.
10. I  w o rk  w ith  two or m ore groups who operate qu ite  d iffe ren tly .
11. I  receive incom patib le requests from  tw o or m ore people.
12. I do things th a t are a p t to be accepted b y  one person an d  n o t accepted 
by others.
13. I  receive an assignm ent w ith o u t adequate resources an d  m ate ria ls  to 
execute it.
14. I  w o rk  on unnecessary th ings.
15. I  perform  w ork th a t su its  m y values.
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co n d itio n  ex is ted  fo r them . Response o p tio n s  ranged from  very fa lse to 
ve ry tru e  on  a  seven-po in t scale. T h is  scale has been used by o the r 
researchers in c lu d in g  B abakus, et a l., (1996) to  examine variab les 
re la tin g  to  jo b  sa tis fa c tio n  in  sales people. The Babakus s tu d y  was 
based on a  sam ple o f 203 sales represen ta tives in  the fie ld  sales force o f 
a  n a tio n a l (U. S.) o rgan iza tion . P a rtitio n in g  the  ro le-stress scale in to  its  
ro le  c o n flic t and  ro le  a m b ig u ity  d im ensions, th e ir s tudy produced 
re lia b ility  coe ffic ien ts  o f 0 .70  fo r ro le  c o n flic t and 0 .77  fo r role am bigu ity .
In-Role Performance
In -ro le  perform ance was m easured by m eans o f two se lf-repo rt 
scales.
Table 3 .1 1  M -R olePerfbrm ance (Robinson* 1996)
l H ow  w ou ld  you ra te  yo u r ow n w o rk  perform ance?
2 H ow  w o u ld  you r em ployer p robab ly  ra te  you r w ork performance?
T h is  scale was developed b y  R obinson (1996) fo r s im ila r 
a p p lic a tio n . She found  the  tw o item s to  be h ig h ly  correlated (r = .84) and 
com bined  th e m  in to  a  single m easure. Responses range from  poor to 
exce llen t u s in g  a  seven-po in t L ik e rt scale. Because a person ’s 
pe rfo rm ance  is  o ften  understood  in  com para tive  term s, i. e., how  does 
one’s pe rfo rm ance  s ta ck -u p  aga inst one ’s peers, the  three-item  re la tive -
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perform ance scale developed by O live r and A nderson  (1994) w ill a lso  be 
used.
Table 3 .1 2  In-R ole Perform ance (O liver &  Anderson, 1994)
1 How  w ould  you evaluate you r perform ance on  yo u r agency’s sales  
goals?
2 Com pared w ith  other salespeople w orking fo r y o u r com pany, ho w  
w ould you  evaluate yo u r effort?
3 Com pared w ith  o ther salespeople w orking fo r y o u r com pany, h ow  
w ould you  evaluate yo u r overall perform ance?
Respondents were given a seven-po in t scale anchored  b y  p o o r and  
exce llent. Based on th e ir sam ple o f 347 m a n u fa c tu re rs  re p re se n ta tive s  
in  the e lectron ics in d u s try , the  O liver and A nderson  re lia b ility  co e ffic ie n t 
w as 0.862.
Table 3,13 Sum m ary o f  M easures
Construct Scale
C ontingent Com pensation 3-item  scale developed fo r th is  s tu d y
In te n t to Leave Single item  scale developed b y  S pector (1988 ) 
4-item  scale developed b y  B lu ed o m  (19 8 2 )
A nxiety 2 1 -item  MAS developed by T ay lo r (1 9 5 3 )
Job-Induced Tension 7 -item  scale developed by H ouse 8s R izzo (1972 )
F inancia l A nxiety 10-item  scale developed fo r th is  s tu d y
Job Satisfaction 2 2 -item  scale developed b y  S ch le tzer (1 9 6 5 ) 
m odified by Lucas, e t a l., (1987) and  fo r th is  study
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Table 3 .1 3  {Confirm ed} Sum m ary o f Measures
Constract Scale
O rg an izational
C om m itm ent
15 -item  OCQ develped b y  M owday, e t a l., (1979)
E xtra-R o le  Perform ance 14 -item  scale developed by Podsakoff &  MacKenzie 
(1994 ) m odified  follow ing M ackenzie, e t a l., (1998)
Role C o nflic t 15 -item  scale developed by Rizzo, et a l., (1970)
In-R ole P erform ance 2 -ite m  scale developed by Robinson (1996)
3 -ite m  scale developed by Anderson &  O liver (1994)
Method
In  e x p lo rin g  th e  re la tio n s h ip s  o f th e  proposed m odel it  is  im p o rta n t 
to  in c lu d e  the  e n tire  range o f com pensa tion  contingency, fro m  zero to 
100 pe rcen t. P rin c ip a lly , o f course, w ide  v a ria b ility  in  the am oun t or 
percentage o f co n tin g e n t com pensa tion  m u s t be p resent in  the  sam ple in  
o rder to  id e n tify  th e  consequences o f co n tin g e n t com pensation. In 
a d d itio n , v a r ia b ility  in  th e  p ro d u c ts  so ld  m u s t also be present. T h is  w ill 
a llow  id e n tific a tio n  o f th e  consequences stem m ing  fro m  contingent 
com pensation  as d is tin c t fro m  in d u s try  - c u ltu ra l a rtifa c ts . In  o rde r to 
accom p lish  th is , p a rtic ip a tio n  w ill be so lic ite d  from  a  w ide se lection of 
sales and sa les-re la ted  o rg a n iza tio n s . In d u s try  g roups to be represented 
w ill in c lu d e  a u to m o b ile  de a le rsh ip s , fu rn itu re  stores, fin a n c ia l services 
(banks a nd  in su ra n ce  agen ts), re ta il c le rks , au tom otive  re p a ir shops, and
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office  equ ipm ent dealers. In  add itio n , w henever possib le , a d d itio n a l 
v a ria tio n  in  com pensation s tru c tu re  w ith in  in d u s try  g roups w ill be 
id e n tifie d  fo r separate ana lys is. For exam ple, i f  one fu rn itu re  dea ler pays 
m ostly  o r a ll sa lary, su rvey re su lts  fo r em ployees o f th is  dea ler w ill be 
con trasted  w ith  those o f o th e r dealers w ho pay a ll o r m o s tly  com m iss ion . 
Several o p p o rtu n itie s  fo r com parative ana lys is  exist, b u t u ltim a te ly  th e y  
depend upon  p a rtic ip a tio n  decisions. A m in im u m  sam ple o f 
app rox im a te ly  200 usable survey in s tru m e n ts  is  expected. T h is  sam ple 
shou ld  provide an adequate m easure o f the  hypothesized re la tio n sh ip s .
Analysis
The analyses perform ed were a  fu n c tio n  o f the  d a ta  set. As the re  
was no sing le  in d u s try  g roup  large enough to  develop m e a n in g fu l s ing le - 
in d u s tiy  con tras ts , the ana lys is  was re s tric te d  to OLS regression o f the  
e n tire  da ta  set. Covariance m atrices were also produced in  o rde r to 
id e n tify  g loba l re la tion sh ip s . U ltim a te ly , however, the m odel was tested  
v ia  the use o f several regression m odels.
The regression equations used to te s t the  m odel are lis te d  below  
u s in g  the fo llow ing  abbrevia tions: CC = co n tin g e n t com pensation , RC = 
ro le  co n flic t, FA = F in an c ia l A nxie ty, IRP = in -ro le  perfo rm ance, ERP = 
e x tra  role perform ance, JS  = jo b  sa tis faction , IJS  = in tr in s ic  jo b  
sa tis fa c tio n , EJS = e x trin s ic  jo b  sa tis faction , OC = o rga n iza tio n a l 
com m itm ent, ITL = in te n t to  leave.
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1. ERP = pu IT L  + 3 i2OC +3 i3JS + pwIRP + 3 isRC + 3 i6FA + 3i7CC 
+ei
la . ERP = 321ITL + 322OC +323US +324EJS + 325IRP + 32eRC + 
327FA + P28CC +e2
2. ITL = P31OC +332«JS + 333IRR + 334RC +• 335FA + 336CC +e3
2a. ITL = 341OC +342US +343EUS + 344IRP + 345RC + 346FA + 347CC
3. OC = poiJS + 352IRP + 353RC + 354FA + 355CC +es
3a. OC = 361IJS +362EJS + 363IRP + 364RC + 365FA + 366CC +e&
4. JS = 3 7 1 IRP + 3 7 2 RC +■ 3 7 3 F A  + 3 7 4 CC +e?
4a. IJS = 38iEJS  + 382IRP + 383RC + 384FA + 3soCC +es 
4b. EJS = 391IRP + 392RC + 393FA + 394CC +eg
5 . IRP = PioiRC + 3102FA + 3103CC +eio
6 . RC = P inFA  + 3112CC +en
7 . FA — 3121CC + & \2
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CHAPTER 4
DATA ANALYSIS AND RESULTS
T h is  ch a p te r p resen ts the  re su lts  o f the d a ta  a n a lys is . A 
dem ograph ic a n a lys is  o f the  s tu d y  p a rtic ip a n ts  is  p resen ted  firs t. The 
second section  p resen ts  descrip tive  s ta tis tic s  fo r each s tu d y  va riab le . 
In c lu d e d  in  th is  sec tion  is  an  ana lys is o f a new  scale designed to  
m easure  the  m a n ife s ta tio n  o f anx ie ty  re s u ltin g  fro m  fin a n c ia l 
u n c e rta in ty . The th ird  section  presents th e  co rre la tio n s  am ong the  s tu d y  
va ria b le s . The fin a l section  presents the  re su lts  o f th e  hypo thesis  
te s tin g .
Demographic Characteristics of the Sample
The survey in s tru m e n t was d is trib u te d  p rim a rily  to  com panies th a t 
com pensate some o r a ll, o f th e ir em ployees by m eans o f in ce n tive , bonus, 
o r com m ission . In  tw o  o f the  com panies, em ployee com pensa tion  was 
sa la ry  on ly. They w ere in c lu d e d  because they rep resen t th e  zero end o f 
th e  co n tin u u m  o f com pensation  con tingency and th e y  w ere selected in  
o rd e r to  rep resen t th e  e n tire  range o f contingency w ith in  a n  in d u s try  
segm ent in c lu d e d  in  the  sam ple. Because m a ny sa les-o rien ted
109
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businesses pay th e ir sales re p re se n ta tives  e n tire ly  on com m ission , the  
100 percent end was a lready w e ll re p re se n te d . In  to ta l, 34 com panies 
agreed to p a rtic ip a te  in  the  s tu d y . These com panies represented ten  
in d u s trie s  op e ra tin g  in  Texas and L o u is ia n a . F o r lo g is tica l reasons, some 
p a rtic ip a tin g  com panies agreed to  th e  in c lu s io n  o f o n ly  loca l stores. 
O the r com panies, opera ting  o n ly  in  th e  lo c a l a rea, in c lu d e d  a ll loca tions. 
In  to ta l these loca tions in c lu d e d  448  em ployees a t 45 loca tions. Table 
4.1 sum m arizes the  sam pling  fram e in fo rm a tio n .
Analysis Sample
Survey in s tru m e n ts  were re tu rn e d  b y  2 7 7  em ployees represen ting  
31 firm s  ope ra ting  a t 41 loca tions. The re s u ltin g  response ra te  was 61.8 
percent. Several re tu rn e d  in s tru m e n ts  w ere  in co m p le te  o r were deemed 
unusab le  fo r o th e r reasons. I t  a d d itio n , one m a n u fa c tu rin g  com pany 
was e lim in a ted  from  ana lysis a fte r i t  w as de te rm ined th a t th e ir 
employees d id  n o t receive an y c o n tin g e n t o r perform ance-based 
com pensation and had no custom er c o n ta c t. M oreover, th is  com pany 
was the on ly  p a rtic ip a n t from  th a t in d u s try . S a m p lin g  fram e in fo rm a tio n  
is sum m arized in  Table 4.1.
A fte r e lim in a tin g  un u sa b le  in s tru m e n ts  and exc lu d in g  the  
m a n u fa c tu rin g  com pany, the  re s u ltin g  sa m p le  in c lu d e d  28 com panies 
w ith  255 em ployees, opera ting  a t 36 lo c a tio n s . Th is represents 56.9 
percen t o f the  sam pling  fram e. The a n a ly tic a l sam ple in fo rm a tio n  is 
presented in  ta b le  4.2.
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Tab le 4 ,1  S am pling  Fram e
In d u s try Com panies Locations Em ployees
New  C a r D ealersh ip 6 7 165
F u rn itu re  R eta il 8 16 131
B a n k in g 2 2 50
O ffice E q u ip . Sales 7 7 43
A u tom ob ile  Service 3 5 18
In su ran c e 3 3 16
M a n u fa c tu rin g 1 1 10
D e p a rtm e n t Store 1 1 8
F lo o r C overing 2 2 6
In d u s tria l Supplies 1 1 1
T o ta ls 34 4 5 448
T a b le d  A n alys isS affip fc
In d u s try Com panies Locations Usable
In stru m en ts
New  C a r D ealersh ip 6 7 78
F u rn itu re  R eta il 8 15 95
B a n k in g 2 2 43
O ffice E q u ip . Sales 3 3 17
A u to m o b ile  Service 3 3 5
In su ran ce 3 3 10
D e p artm e n t Store 1 1 5
F lo o r Covering 1 1 1
In d u s tria l Supplies 1 1 1
T o ta ls 28 36 255
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The a na lys is  sam ple w as com prised  o f a p p ro x im a te ly  60 percen t 
sales representatives, 8 p e rce n t sales m anagers, 17 p e rce n t bank 
employees, 2 percent fin a n ce  &  in su ra n ce  rep re se n ta tives  (a t auto  
dealersh ips), 10 percent te c h n ic ia n s  (auto  m echanics), a n d  2 percen t 
service m anagers. S lig h tly  m ore th a n  1. pe rcen t co u ld  n o t be 
categorized.
In  th is  sam ple, a p p ro x im a te ly  28 p e rcen t (71) w ere sa la rie d  o r 
h o u rly  personne l (zero com pensa tion  con tingency), 34  p e rce n t (87) were 
pa id  e n tire ly  b y  com m ission (100 % com pensa tion  con tingency), w ith  the 
rem a in ing  38 percent (97) d is tr ib u te d  betw een 1 pe rcen t a n d  85 percen t 
com pensation contingency. The m ean com pensa tion  co n tin g e n cy  was 
47.6  percent.
Table 4 .3  D e scrip tive  S ta tis tics
N M in im u m M a x im u m M ean S td . D e v ia tio n
Incom e 231 $ 1 6 ,0 0 0 $ 1 2 0 ,0 0 0 $ 3 5 ,0 9 2 .7 4 $ 1 5 ,1 7 8 .7 1
Career Tenure 215 0 4 5 1 1 .3 4 8 .9 2
Tenure w / 
com pany
225 0 4 5 5 .3 5 6 .0 2
Age 215 18 7 3 4 0 .7 8 1 1 .6 3
Comp ensation  
Contingency
254 .0 0 1 0 0 .0 0 % 4 7 .5 8 % 4 4 .2 8
Dependents 233 0 8 1 .35 1 .4 5
Education 232 9 18 13 .81 1 .8 7
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Seventy-seven p e rce n t o f th e  sam ple were C aucasian, 14 percent
w ere A frica n -A m e rica n , 5 p e rcen t were H ispan ic , 1 pe rcen t were
A s ia n /P a c ific  Is la n d e rs , and  5 pe rcen t reported  ‘o th e r’ (m ostly  na tive
A m erican). The sam ple  w as 63 .5  pe rcen t m ale and  36 .5  percen t fem ale.
O th e r dem ograph ic in fo rm a tio n  is  show n in  tab le  4 .3 .
The sam ple w as a p p ro x im a te ly  61 percen t m arried , 22 percen t
sing le , 16 p e rce n t d ivo rced , and  2 pe rcen t w idow ed.
Measurement Scale Reliability
R e lia b ility  o f m easu rem en t scales is  a  p re re q u is ite  fo r th e  v a lid ity  
o f m easures. A  d iscu ss io n  o f th e  re lia b ility  and v a lid ity  o f scales used in  
th is  s tu d y  w as p resen ted  in  C hap te r 3. A  com parative  sum m ary o f scale 
re lia b ilitie s  c o n tra s tin g  p r io r  m easures w ith  those developed in  th is  s tu d y  
is  p resen ted  in  Tab le  4 .4 . A ll scale re lia b ilitie s , as represented by 
C ronbach ’s a lpha , w ere  g rea te r th a n  recom m ended b y  N u n n a lly  (1978) 
as th e  m in im u m  va lue  s u ffic ie n t fo r research purposes, i. e. > -.7 0 .
Tab le 4 .4  Scale R e liab ilities  (C ronbach’s alpha)
Scale P rio r m easure Present S tudy M ean
C om pensation
C ontingency
E m ployer provided info over 
th ree tim e fram es
.99 47.63%
Role C onflict .82  R izzo, e t a l (1970) 
.8 5  Johnston , e t a l (1990) 
(shortened scale)
.79 3.03
Job Induced  
Tension
.88  Frye, e t a l (1986) 
.8 2  N etem eyer, e t a l (1990)
.84 2.72
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"
Scale P rio r m easure P resen t S tu d y M ean
F in an c ia l A nxiety  
Scale (FAS)
New  Scale .78 3 .5 3
E xtrinsic  Job  
S atisfaction
.62 Lucas, et a l (1987) .88
(Expanded Scale)
5 .2 9
In trin s ic  Job  
Satisfaction
.61 Lucas, e t a l (1987) .8 7
(E xpanded Scale)
5 .8 8
F in an c ia l A nxiety  
Scale (FAS)
New  Scale .78 3 .5 3
Job Satisfaction Not Reported as com bined .93
(E JS , IJ S  com bined)
5 .5 6
O rganizational
C om m itm ent
.88 M ow day, et a l (1982) .86 5 .6 9
In-R ole Perform ance .86 O liver 8s Anderson (1994) .88 5 .9 6
E xtra-R ole  
Perform ance (14)
.92 Podsakoff 8s M ackenzie  
(1994)
.81 5 .5 8
E xtra-R ole  
Perform ance (L4)
New Scale proposed by  
Podsakoff 8s M ackenzie (1994)
.56 4 .7 5
E xtra-R ole  
Perform ance (18)
New Scale proposed by  
Podsakoff 8s M ackenzie (1994)
.78 5 .3 9
In te n t to Leave .84  B abakus (1996) .94 1 .94
M an ifest A nxiety  
Scale (MAS)
.76 Bendig (1956) .88 2 .8 8
Descriptive Statistics for Study Variables 
Contingent Compensation
Table 4 .5  (below) sum m arizes the d e sc rip tive  s ta tis tic s  fo r the  
s tu d y  variab les.
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C o n tingen t co m p e n sa tio n  w as m easured by a sk in g  respondents to 
re p o rt th e  p ro p o rtio n  o f to ta l incom e they expected com m issions, 
bonuses, and  o th e r pe rfo rm ance-based  m echanism s (i. e., com pensation 
contingency) to  p ro d u ce  ove r the  n e x t: tw o m onths, s ix  m onths and 12 
m onths. The sam e in fo rm a tio n  w as obta ined by ask ing  em ployers to 
provide a  d e s c rip tio n  o f th e ir  com pensation  p la n  in c lu d in g  to ta l 
com pensation a m o u n ts  a n d  estim a tes o f the a m o u n t received th rough  
com m ission, bonuses, o r o th e r perform ance-based m echanism s, fo r each 
em ployee. In  in s ta n ce s  w here th e  employee e ith e r om itted  th is  
in fo rm a tio n  o r o b v io u s ly  m is in te rp re te d  th e  question  (fo r exam ple, some 
some provided  co m m iss io n  o r bon u s am ounts ins tead  o f percentages), 
the  em ployer p ro v id e d  in fo rm a tio n  w as used — w hen i t  was available. 
The m ean co m pe n sa tio n  co n tin g e ncy was 47.58% . The standard  
devia tion , how ever, w as 44 .28%  re fle c tin g  the fa c t th a t the two largest 
groups represented in  th e  s tu d y  (based on percentage o f com pensation 
contingency) w ere p a id  e ith e r no com m ission o r bonus, o r 100% 
com m ission  and b o n u s . The C ronbach ’s a lpha  fo r th is  variab le  was .99, 
in d ic a tin g  th a t th e re  w as ve ry  lit t le  d ifference in  con tingency over tim e. 
V a ria b ility  in  co m p e n sa tio n  con tingency was genera lly  the re su lt o f new 
sales rep resen ta tives b e in g  g iven a  tra in in g  sa la iy  fo r a  sh o rt tim e  -  tw o 
to three m onths.
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Tab le 4 .5  Descriptive S ta tis tic s  fo r S tu d y  V ariab les
C_C RC FAS ; J IT IR P J S O C IT L : E R P
N  V a lid 254 255 254 2 5 0 248 2 5 5 2 5 5 2 5 4 2 5 5
N  M issing 1 0 1 5 7 0 0 1 0
M ean 47 .58 3 .0 3 3.51 2 .7 4 6 .0 0 5 .5 5 5 .6 8 2 .0 1 5 .5 8
M ed ian 4 5 .83 3 .0 7 3 .70 2 .5 7 6 .0 0 5 .8 2 5 .8 7 1 .2 0 5 .6 4
M ode 100.00 4 .0 0 3 .70 1 .0 0 6 .0 0 6 .5 9 6 .6 0 1 .0 0 5 .8 6
Std .
D evia tion
44 .28 .92 1.12 1 .3 5 .80 1.01 .93 1 .4 4 .82
Skew ness .12 -.0 4 .06 .5 7 -.9 5 -.6 5 -.7 7 1 .4 3 -.4 0
S td . E rro r 
o f
Skew ness
.15 .15 .15 .1 5 .1 5 .1 5 .1 5 .1 5 .1 5
K urtosis -1 .81 -.8 0
oinl - .2 9 1 .50 -.4 4 -.2 9 1 .2 8 -.4 9
S td . E rro r 
o f K urtosis
.30 .30 .30 .31 .31 .30 .30 .3 0 .30
M in im u m
§
1 .07 1.00 1 .00 2 .2 5 2 .6 8 3 .3 3 1 .0 0 3 .0 7
M axim um 100.00 5 .2 0 6 .90 7 .0 0 7 .0 0 7 .0 0 7 .0 0 7 .0 0 7 .0 0
Percentiles 2 5
oq
2 .3 3 2.60 1 .5 7 5 .5 0 4 .8 6 5 .13 1 .0 0 5 .0 0
50 45 .83 3 .0 7 3.70 2 .5 7 6 .0 0 5 .8 2 5 .8 7 1 .2 0 5 .6 4
75 100.00 3 .8 0 4 .30 3 .7 1 6 .5 0 6 .3 6 6 .4 0 3 .0 0 6 .2 1
C_C = com pensation contingency; RC = ro le  co n flic t, FAS = fin a n c ia l 
a n x ie ty  scale, J IT  = jo b  induced te ns ion , IRP = In -ro le  perform ance; JS  = 
jo b  sa tis fa c tio n , OC = o rgan iza tiona l co m m itm e n t, ITL = in te n t to  leave, 
ERP = e x tra -ro le  perform ance
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Role Conflict
The re lia b ility  o f th e  ro le  c o n flic t scale (C ronbach’s alpha) was .79. 
Th is com pared w e ll w ith  th e  a lp h a  repo rted  by  Rizzo, e t a l (1970) o f .82 
and b y  Jo h n sto n , e t a l. (1990) o f .85 (the Johnston , e t a l. re po rt was 
based on a shortened ve rs io n  o f th e  scale). The m ean score fo r role 
c o n flic t was 3 .03 . Th is com pares to  a  m ean o f 4 .19 in  a sam ple o f 
m anageria l and  te ch n ica l em ployees w h ich  spec ifica lly  excluded sales 
personne l (Rizzo, et a l., 1970). The m in im u m  o f score fo r the  present 
sam ple was 1.07 and the  m a x im u m  score was 5.20. The com parative 
level o f ro le  c o n flic t in  th is  sam ple  appears to  be low . The standard 
devia tion  o f ro le  c o n flic t was 0 .92 .
In-Role Performance
The d is tr ib u tio n  o f th e  va ria b le  in -ro le  perform ance’ was ce rta in ly  
n o t no rm a l. As w o u ld  be expected, th is  d is tr ib u tio n  h ig h ly  skewed. The 
m ean score was 6.00, w h ile  th e  m in im u m  was 2.25 and  the  m axim um  
was 7 .00. T h is  fo llow s th e  re s u lts  o f m a n y  researchers who report 
s im ila r skewness fo r se lf-re p o rt pe rfo rm ance (or fo r supe rv iso r report), e. 
g. B aker, et a l (1998). O n th e  one-to-seven scale o f p oo r to  excellent, 
fu lly  75%  scored them selves as 5 .5  o r h ig h e r w ith  25%  scoring  6.5 or 
h igher.
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Job Induced Tension
Job induced tension  produced a  m ean score o f 2 .74  w ith  a  
m in im u m  score o f 1.00, a  m axim um  score o f 7 .00 , and  a s ta n d a rd  
de v ia tio n  o f 1.35. This scale was developed by House and  R izzo (1972) 
u s in g  a  sam ple o f 200 research and developm ent, and  en g in e e rin g  
personne l. T h e ir o rig in a l scale used a 1 = false, 2 = tru e , sco ring . The 
in it ia l House and Rizzo sam ple produced a m ean o f 1.24 w ith  a  s ta n d a rd  
de v ia tio n  o f .28. C onverting th e ir resu lts  to a  seven-po in t scale w o u ld  
produce a  m ean o f 2 .44  w ith  a standard  dev ia tio n  o f 1.68. T h is  
com pares w e ll to  the re su lts  from  the present sam ple. The d is tr ib u tio n  
in  the  p resent sample w as sh ifted  tow ard the low  end o f th e  scale w ith  
o n ly  38 respondents (14.9% ) scoring  above 4 .0 . T h is  w o u ld  in d ic a te  a 
gene ra lly  low  level o f jo b  ind u ce d  tension overa ll.
Job Satisfaction
Job sa tis faction  w as also n o t n o rm a lly  d is trib u te d . The m ean jo b  
sa tis fa c tio n  score was 5 .55 w ith  a  standard devia tion  o f 1.01. The m ode 
w as 6 .59 . The m in im um  jo b  sa tis faction  score was 2 .38 ; th e  m a x im u m  
score was 7 .00. In trin s ic  jo b  sa tis faction  had  a m ean o f 5 .88  w ith  a  
s tanda rd  dev ia tion  o f 1.01. E x trin s ic  jo b  sa tis fa c tio n  had a  m ean o f 5 .28  
and  a s tanda rd  deviation o f 1.14. Lucas, et a l (1987) used a  s lig h tly  
sh o rte r version  o f these scales in  a  s tudy o f sales force tu rn o ve r. In  tw o  
sam ples o f insurance salespeople (1,412 and 1,045 sales represen ta tives)
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they developed m eans o f 5 .32  a nd  5 .52  fo r in tr in s ic  jo b  sa tis fa c tio n  and 
m eans o f 4.81 and 5 .08  fo r e x trin s ic  jo b  s a tis fa c tio n  (a fte r converting  to 
seven p o in t scales). The s ta n d a rd  d ev ia tions  developed in  th e ir s tu d y  
were also s im ila r to those in  th e  p re se n t s tu d y : .87  and  .75 fo r in tr in s ic  
jo b  sa tis fac tion  and  1.88 and 1.77 fo r e x trin s ic  jo b  sa tis fac tion . The 
weighted m eans fo r th e ir  com b ined  scores w ere 5 .07  and 4 .82 . The 
com bined-scale m ean o f 5 .55  in  th e  p resen t s tu d y  w o u ld  ind ica te  a h igh  
level o f jo b  sa tis fa c tio n .
Organizational Commitment
The o rga n iza tio n a l com m itm e n t scores m irro re d  those fo r jo b  
sa tis faction . The o ve ra ll m ean w as 5 .68  w ith  a  s ta n d a rd  dev ia tion  o f 
.933. The m ode w as 6 .60 . The  m in im u m  score fo r o rgan iza tiona l 
com m itm ent was 3 .33 , w h ile  the  m a x im u m  score w as 7 .00 . M owday, et 
a l. (1979), reported  m ean scores fo r th is  scale ra n g in g  from  4.2 to  5.3 
w ith  s tanda rd  d ev ia tions  o f .90 to  1.05. I t  w o u ld  appear th a t 
o rgan iza tiona l co m m itm e n t w as h ig h  fo r th e  p resen t sam ple, b u t 
ce rta in ly  in  accord w ith  th e  M ow day, e t a l. (1979), re s u lts .
Intent to Leave
The m ean score fo r in te n t to  leave w as 2 .01  w ith  a  s tandard  
devia tion  o f 1.44. T h is  com pares w ith  a m ean o f 2 .21  and a s tanda rd  
devia tion  o f .71 in  a  sam ple o f sa les people re po rte d  b y  B abakus, e t a l. 
(1996). The mode fo r the  p resen t sam ple  w as 1.00. In te n t to leave had a
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m in im u m  score o f 1.00 and a m a x im u m  o f 7.00. O vera ll, in te n t-to -le a ve  
fo r  th is  g roup  was low , b u t n o t o u t o f lin e  w ith  the  B abakus re po rt.
Extra-Role Performance
E x tra -ro le  perform ance, o r o rgan iza tiona l c itize n sh ip  behavior, also 
show ed on  a s lig h t s h ift tow ard  the  h ig h  end o f the  scale. The m ean was 
5 .5 8  w ith  a s ta n d a rd  devia tion  o f .82. The m ode was 5 .86. The 
m in im u m  score fo r e x tra -ro le  perform ance was 3 .07  and  the  m a x im u m  
w as 7 .0 0 . T h is  is  th e  second use o f th is  scale and th e  f irs t use as a se lf- 
re p o rt. M acKenzie, and  Podsakoff developed the  scale (1994) based on 
th e  w o rk  o f O rgan (1988, 1990a, 1990b). M acKenzie, Podsakoff, and 
A h e a m e  used the  scale (1998) to  s tu d y  th e  antecedents and 
consequences o f e x tra -ro le  perform ance. U n fo rtu n a te ly  they d id  n o t 
re p o rt th e  m eans fo r these scales developed in  th e ir  sam ple.
Financial Anxiety Scale (FAS)
T he scale labe led FAS above is  a new  scale designed to  m easure 
th e  fin a n c ia l a n x ie ty  engendered by  th e  u n c e rta in ly  o f com pensation  
re s u ltin g  fro m  th e  co n tin g e n t ch a ra c te r o r e lem ent o f th e  com pensation  
schem e. The co e ffic ie n t a lp h a  fo r th e  te n -ite m  F in a n c ia l A n x ie ty  Scale 
w as .78 . A  fu rth e r ana lys is  o f the  scale item s is  g iven in  Tables 4 .6 , 4 .7 , 
a n d  4 .8 .
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TABLE 4 .6  M ean s  and  S tan d ard  D ev ia tio n s  o f FA S Item s
Item  # Item M e a n S td  D e v Cases
1 FA1 3 .2 3 2 .0 2 1 7 2 4 2
2 FA2 3 .2 2 2 .0 2 242
3 FA3 3 .6 2 1 .9 2 242
4 FA 4 3 .7 6 1 .9 4 242
5 FA 5 3 .7 3 2 .1 2 242
6 FA6 3 .4 0 2 .0 8 242
7 FA 7 2 .9 4 2 .0 3 242
8 FA8 3 .3 8 2 .0 1 242
9 FA 9 3 .4 6 2 .1 2 242
10 FA 10 4 .5 7 1 .9 9 242
In  a d d ition  to  scale re lia b ility , th e  u n d e rly in g  co n s tru c t m u s t be 
va lid , i. e., i t  m u s t m easure w h a t i t  p u rp o rts  to  m easure. W h ile  
re lia b ility  ind ica tes th e  scale is in  fa c t m e asu rin g  som eth ing , d e te rm in in g  
th a t i t  is  m easuring th e  in tended c o n s tru c t re q u ire s  com parison w ith  
o th e r co n stru c ts  in  th e  con text o f th e o ry . For exam ple, i t  m u st possess 
d is c rim in a n t and convergent v a lid ity . The fo llo w in g  co rre la tio n  m a trix , 
Table 4 .7 , is  evidence o f these im p o rta n t re la tio n sh ip s . For exam ple, the 
fin a n c ia l anxie ty scale, o r FAS, s h o u ld  be co rre la te d  p o s itive ly  w ith  
va lida ted  scales m easuring  s im ila r co n s tru c ts , e. g ., generalized a n x ie ty  
and jo b -in du ce d  tens ion . G eneralized a n x ie ty  is  m easured here by  the 
M anifest A nxie ty  Scale (MAS), jo b  in d u ce d  te n s io n  is  m easured by  the 
jo b -in d u ce d  tension scale (JIT) developed by  House &  Rizzo (1972).
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T ab le  4 .7  C orrelations W ith  FA S  Scale
FA S RC j M AS J IT O C SE TR U S T ! ERP
FAS Pearson C orrelation 1 .0 0 0
S ig. (2 -ta iled ) -
N 2 5 4
RC Pearson C orrelation .3 0 4 1.000
S ig. (2 -ta iled ) .0 0 0 •
N 2 5 4 255
M AS P earson C orrelation .3 3 2 .4 1 5 1 .000
Sig. (2 -ta iled ) .0 0 0 .000 -
N 2 4 8 249 249
J IT P earson C orrelation .4 0 8 .401 .5 4 0 1 .000
Sig. (2 -tailed ) .0 0 0 .000 .0 0 0 •
N 2 5 0 250 2 4 4 2 5 0
OC P earson C orrelation -.3 7 6 -.5 7 4 -.3 1 8 -.2 5 5 1 .000
Sig. (2 -ta iled ) .0 0 0 .000 .0 0 0 .0 0 0 -
N 2 5 4 255 249 250 255
SE Pearson C orrelation -.2 7 8 -.3 3 2 -.6 1 5 -.4 3 0 .328 1.000
Sig. (2 -ta iled ) .0 0 0 .000 .0 0 0 .0 0 0 .000 -
N 2 5 4 255 2 4 9 250 255 255
T ru s t Pearson C orrelation -.1 8 7 -.4 9 8 -.2 5 3 -.3 3 2 .5 4 4 .360 1 .0 0 0
Sig. (2 -tailed ) .0 0 3 .000 .0 0 0 .0 0 0 .000 .000 -
N 2 5 3 2 5 4 248 249 254 254 2 5 4
ERP Pearson C orrelation -.3 6 4 -.46 1 -.4 7 1 -.4 7 0 .478 .444 .2 5 2 1 .000
Sig. (2 -tailed ) .0 0 0 .000 .0 0 0
1
.0 0 0 .000 .000 .0 0 0 -
N 2 5 4 2 55 249 250 255 255 2 5 4 2 5 5
FAS = F in a n c ia l A n x ie ty  Scale; RC = ro le  co n flic t, MAS = M anifest A n x ie ty  
Scale, J IT  = jo b  induced  te n s io n , OC = o rg a n iza tio n a l com m itm ent; SE = 
se lf esteem ; T ru s t = tru s t in  superv iso r; ERP = e x tra -ro le  perform ance
As can  be seen in  the  co rre la tio n  m a trix , FAS is  s ig n ific a n tly  and  
p o s itive ly  co rre la te d  w ith  b o th  MAS and J IT  (.332 and  .408). In  a d d itio n ,
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fin a n c ia l a n x ie ty  w ou ld  create stress n o t u n lik e  ro le  c o n flic t and  sh o u ld  
there fore  be p o s itive ly  co rre la ted  to  ro le  c o n flic t (RC). T h is  re la tio n s h ip  is 
a lso pos itive  and  s ig n ifica n t. To th e  ex ten t th a t each  o f these scales are 
m easuring  a com m on u n d e rly in g  co n s tru c t, these p o s itive  co rre la tio n s  
in d ica te  convergent v a lid ity  (to the  ex ten t th e y  re p re se n t co rre la tio n s  
am ong re la ted  co n s tru c ts , the positive  c o rre la tio n s  are  in d ic a tiv e  o f 
nom olog ica l v a lid ity ).
In  a d d itio n , v a lid ity  requ ires th a t th e  m easure  a lso  d is c rim in a te  
the  va ria b le  fro m  d is s im ila r co n s tru c ts . D is c rim in a n t v a lid ity  is  p rov ided  
by the  s ig n ific a n t negative co rre la tio n s  w ith  o rg a n iz a tio n a l co m m itm e n t 
(OC), se lf esteem  (SE), tru s t in  m anagem ent (T ru s t), and e x tra -ro le  
perform ance (OCB). A ll co rre la tio n s  are in  the  p re d ic te d  d ire c tio n  and 
are s ig n ifica n t.
A n o th e r m easure o f v a lid ity  is  p rovided  by  a  m easure ’s a b ility  to 
p re d ic t. F in a n c ia l anxie ty, as m easured b y  FAS, is  expected to  cause a 
re d u c tio n  in  jo b  sa tis fac tion . The OLS reg ress ion  w ith  FAS as the 
independen t va riab le  and jo b  sa tis fa c tio n  (JS) as th e  dependent va ria b le  
produces a s tandard ized  coe ffic ien t o f -.342  w h ich  is  s ig n ific a n t a t .001
The OLS regressions re la tin g  fin a n c ia l a n x ie ty  as a  dependent 
va ria b le  w ith  incom e and  com pensation co n tin g e n cy  a lso  p roduce  pa th  
coe ffic ien ts  th a t are h ig h ly  s ig n ific a n t and w ith  d ire c tio n  in  accord  w ith  
theo ry, i. e., positive  fo r com pensation co n tin g e n cy  a n d  negative fo r 
incom e. Based on these p a th  coe ffic ien ts re la tin g  co n tin g e n cy  o f incom e
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
124
and  the  a m o u n t o f incom e to  fin a n c ia l anx ie ty , the co n s tru c t can be said 
to  be n o m o lo g ica lly  v a lid  as w e ll. . These tests o f co n s tru c t v a lid ity , 
convergent, d is c rim in a n t, and  p red ic tive , together provide evidence o f the 
v a lid ity  o f th e  FAS scale as a  m easure o f fin a n c ia l anxiety.
The s tu d y  m easu rem en t scales are re liab le  and va lid . Table 4.8 
d isp la ys  th e  c o rre la tio n  m a trix  re la tin g  th e  s tu d y  variables.
Incom e was in c lu d e d  in  the m a trix  because o f th e  th e o re tica l 
re la tio n s h ip  o f incom e to  such  va riab les as a nx ie ty  and jo b  sa tis faction . 
The im p o rta n ce  o f incom e to  the  m odel re la tio n sh ip s  can be seen from  
th e  fa c t th a t incom e (INC) is  s ig n ific a n tly  corre la ted to every va riab le  
in c lu d e d  in  the  s tu d y  (a t .001 o r better).
T a b le  4 .8  C orrelations o f  S tu d y V ariab les
C _C FAS RC ; FE R F : JS O C ITL E R F
c_c C o rre latio n
C oefficient
1 .0 0 0
Sig. (2 -ta iled ) •
N 2 5 4
FAS C o rre la tio n
C oefficient .0 2 5 1 .000
Sig. (2 -ta iled )
.6 9 6
N
2 5 4 2 5 4
RC C o rre la tio n
C oefficient - .2 2 5 .3 0 4 1.000
Sig. (2 -ta iled )
.0 0 0 .0 0 0
N
2 5 4 2 5 4 255
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Tab le 4 .8  C orrelations o f  S tu d y  V ariab les  (C o n tin u ed )
C_C FAS R C ! PE R F JS O C IT L ERP
IR P C orrelation
Coefficient .027 -.2 0 6 -.1 1 3 1 .000
Sig. (2-tailed)
.674 .001 .0 7 6
N
248 248 248 248
JS C orrelation
Coefficient .176 -.342 -.5 5 1 .139 1.000
Sig. (2-tailed)
.005 .000 .0 0 0 .0 2 9
N
254 254 2 5 5 248 255
OC C orrelation
Coefficient .116 -.3 7 6 -.5 7 4 .163 .756 1 .0 0 0
Sig. (2-tailed)
.064 .000 .0 0 0 .010 .000
N
2 5 4 254 2 5 5 248 255 2 5 5
ITL C orrelation
Coefficient -.0 8 4 .336 .4 4 8 -.1 6 7 -.5 5 0 -.5 9 5 1 .0 0 0
Sig. (2-tailed)
.185 .000 .0 0 0 .0 0 9 .000 .0 0 0
N
253 253 2 5 4 2 4 7 254 2 5 4 2 5 4
ERP C orrelation
Coefficient .079 -.3 6 4 -.4 6 1 .381 .429 .4 7 8 -.4 4 3 1.000
Sig. (2-tailed)
.209 .000 .0 0 0 .0 0 0 .000 .0 0 0 .0 0 0
N
254 254 2 5 5 248 255 2 5 5 2 5 4 2 55
IN C C orrelation
Coefficient .237 -.5 4 3 -.2 8 6 .1 8 9 .297 .3 2 0 -.2 4 7 .321
Sig. (2-tailed)
.000 .000 .0 0 0 .0 0 4 .000 .0 0 0 .0 0 0 .0 0 0
N
229 229 2 29 227 229 229 2 2 9 229
C_C = com pensation contingency; RC = ro le  co n flic t, FAS = fin a n c ia l 
a n x ie ty  scale, J IT  = jo b  induced te n s io n , IRP = In -ro le  pe rfo rm ance ; JS  = 
jo b  sa tis faction , OC = o rgan iza tiona l com m itm ent, ITL  = in te n t to  leave, 
ERP = extra -ro le  perform ance
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Tests of Hypotheses
T h e  h y p o th e s e s  w i l l  b e  t e s t e d  u t i l i z in g  th e  re g re s s io n  e q u a t io n s  
g iv e n  in  C h a p t e r  3 .  T h e y  a r e  a s  fo l lo w s :
1 . E R P  =  p u I T L  +  P 12O C  + 0 i 3J S  +  0 i 4IR P  +  P 15R C  +  0 ie F A  +  P 17C C
+ C l
l a .  E R P  =  P2 1 IT L  +  P22O C  + P 23 IJ S  + P 24E J S  +  P25IR P  +  02&RC +  
P27F A  + 0 2 8 C C  + e 2
2 .  IT L  =  0 3 lO C  +032«JS +  033IR P  +  0 3 4 R C  +  035FA  +  03 6 C C  + 6 3
2 a .  IT L  =  0 4 iO C  + P 4 2 I J S  + P 43E J S  +  0 4 4 IR P  +  045R C  +  046FA  +  P47C C  
+ e *
3 .  O C  =  051«JS +  0 5 2 IR P  +  0 5 3 R C  +  054F A  +  05 5 C C  +es
3 a .  O C  =  0 6 1I J S  + 0 6 2 E J S  +  0 63IR P  +  0 6 4 R C  +  06o FA  +  0 66C C  +es
4 .  J S  =  071 IR P  +  P72R C  +  0 7 3 F A  +  0 7 4 C C  + & 7
4 a .  IJ S  =  0 s iE J S  +  0 8 2 IR P  +  0 83R C  +  0 84F A  +  pssC C  +es  
4 b .  E J S  =  0 9 i IR P  +  092R C  +  0 93F A  +  0 9 4 C C  +eg
5 . IR P  =  0 io iR C  +  P 102F A  +  0 io 3C C  + e io
6 .  R C  =  0 m F A  +  0 1 1 2 C C  + e n
7 .  F A  =  0 i2 iC C  + e i2
T h e  f i r s t  h y p o t h e s is  s t a t e s  t h a t  a s  c o m p e n s a t io n  c o n t in g e n c y  
in c r e a s e s ,  f in a n c ia l  a n x i e t y  w i l l  a ls o  in c r e a s e .  T h is  is  r e p r e s e n te d  b y  
e q u a t io n  7  a b o v e .
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A s im p le  Pearson’s corre la tion  fo r fin a n c ia l a n x ie ty  and 
com pensa tion  con tingency does no t reach s ign ificance . T h is  c o rre la tio n , 
however, does n o t co n tro l fo r the effects o f incom e. The s im p le  
co rre la tio n  o f incom e w ith  com pensation con tingency (+ .221) in d ica te s  
th a t as leve ls o f con tingency are increased, incom e also increases. The 
in c re as ing  leve l o f incom e a ttendan t to  increasing  com pensa tion  
con tingency w o u ld  tend  to  m ask any fin a n c ia l a nx ie ty  p roduced  b y  the  
in c re as ing  com pensa tion  contingency. T h is  w o u ld  re su lt in  a n  incom e 
con found  in  th e  fin a n c ia l anxie ty -  com pensation co n tin g e n cy  
re la tio n s h ip  and w o u ld  produce a  n o n -s ig n ifica n t co rre la tion .
OLS regress ion  a llow s fo r the effects o f incom e to  be co n tro lle d . 
The regression  re s u lts  are given in  Table 4 .9 . In  o rder to c o n tro l fo r the  
e ffects o f incom e, incom e was entered firs t in to  the regression . T h is  
c o n tro l w as a p p lie d  in  a ll subsequent regressions, i. e., incom e was 
entered f ir s t  in to  a ll regression equations in  o rde r to c o n tro l fo r its  
effects.
C o n tro llin g  fo r incom e, the path  coe ffic ien t from  com pensa tion  
con tingency to  fin a n c ia l a nx ie ty  is bo th  pos itive  and s ig n ifica n t. W h ile  
th e  effect is  n o t as large as the  effect o f incom e, th e  re la tio n sh ip  su p p o rts  
th e  firs t h yp o th es is : fin a n c ia l anxie ty increases w ith  in c re a s in g
con tingency o f com pensation .
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Tab le 4 .9  R egression R e s u lts  -  F in a n c ia l Anxiety'
U nstandard ized
C oefficients
S tan d ard ized
C oeffic ients
t Sig. 9 5 %  
Confidence 
In te rv a l fo r
i l l S l i l l
B S td .
E rro r




Constant 4 .9 4 9 .1 6 9 2 9 .2 9 5 .000 4 .6 1 6 5 .282
Incom e -4 .4 8 6 E -0 5 .0 0 0 -.5 6 5 -1 0 .0 9 3 .000 .000 .000
CONT
COMP
3 .3 7 0 E -0 3 .0 0 2 .1 2 5 2 .2 3 1 .027 .0 0 0 .006
Dependent Variable: Financial Anxiety
H I S upported
The second hypo thesis  p roposes th a t as measures o f fin a n c ia l 
anx ie ty  increase, m easures o f jo b  s a tis fa c tio n  w ill be reduced. Table 
4.10 sum m arizes these co rre la tio n s .
T ab le  4 .1 0  C o rre la tio n s  betw een  M easures o f 
Job S atis factio n  a n d  F in a n c ia l A nxiety
J o b
S a tis fac tio n
In trin s ic  
Jo b  S a t
E xtrinsic  
Jo b  Sat






1 .0 0 0 .9 2 3 .9 3 3 .2 9 7 -.3 4 2
Sig. (2-tailed) • .0 0 0 .0 0 0 .0 0 0 .0 0 0
N 2 5 5 2 5 5 2 5 5 2 2 9 2 5 4




.9 2 3 1 .0 0 0 .7 2 3 .2 5 4 -.3 3 4
Sig. (2-tailed) .0 0 0 • .0 0 0 .0 0 0 .0 0 0
N 2 5 5 2 5 5 2 5 5 2 2 9 2 5 4
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T a b le  4 *10  (C ontinued) C orrelations betw een M easures o f  
Job  S a tis faction  a n d  F in a n e ia i A nxiety
'  * '  /  *  ,  ,  ■/ / /  /  /  ' / A  ^  /  ■* /  J ' "  '  /  ** L '  /  '  ' f '  '  /  f  W y ^ ,  ■ '  '
S atisfaction
In trin s ic  
Job S a t
E x trin s ic  
Jo b  S at
In co m e F in a n c ia l
A n x ie ty
E x trin s ic  jo b  
satis fac tio n
C orrelation
Coefficient
.9 3 3 .7 2 3 1.000 .2 9 7 - .3 0 2
Sig. (2-tailed) .0 0 0 .0 0 0 .0 0 0 .0 0 0
N 2 5 5 2 5 5 2 5 5 2 2 9 2 5 4
Incom e C orrelation
Coefficient
.2 9 7 .2 5 4 .2 9 7 1.000 - .5 4 3
Sig. (2-tailed) .0 0 0 .0 0 0 .0 0 0 .0 0 0
N 2 2 9 2 2 9 2 2 9 2 2 9 2 2 9
F in a n c ia l
A n x ie ty
C orrelation
Coefficient
-.3 4 2 -.3 3 4 -.3 0 2 - .5 4 3 1.000
Sig. (2-tailed) .0 0 0 .0 0 0 .0 0 0 .0 0 0
N 2 5 4 2 5 4 2 5 4 2 2 9 2 5 4
The te s t o f the hypo thesis  is  the  developm ent o f p a th  co e ffic ie n ts  
th ro u g h  OLS regression. The re su lts  o f th e  regression (equa tion  4 above, 
u s in g  stepw ise regression) showed in -ro le  perform ance and incom e to  be 
n o n -s ig n ific a n t. F in an c ia l a n x ie ty  and  ro le  c o n flic t were, how ever, h ig h ly  
s ig n ific a n t and  in  the hypothesized d ire c tio n .
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B Std. E rro r Beta
(Constant) 7.853 .214 36.693 .000
Role
Conflict
-.560 .061 -.510 -9.138 .000
Financial
Anxiety
-.173 .047 -.204 -3.658 .000
D ependent V ariab le : Job S a tis fa c tio n






B Std. E rro r Beta
(Constant) 4.213 .359 11.741 .000
Role Conflict -.149 .055 -.144 -2.701 .007
E xtrinsic job 
satisfaction
.501 .042 .656 12.052 .000
Comp ensation 
Contingency
-3.247E-03 .001 -.152 -3.327 .001
Financial
Anxiety
-8.612E-02 .037 -.108 -2.311 .022
Dependent V ariab le : In tr in s ic  jo b  s a tis fa c tio n
A re finem ent o f th is  re la tio n s h ip  lie s  in  equa tions 4 a  and  4b . The 
jo b  sa tis fac tion  scale u tiliz e d  w as developed to  encom pass two 
d im ensions, in tr in s ic  and e x trin s ic . U tiliz in g  th e  same fo rm u la tio n  
a llow s a tes t o f the  im pact o f th e  sam e va ria b les  on each o f these
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d im ensions. Tables 4.11 and 4.12 sum m arize the re su lts  o f these 
regressions.
T a b le  4 .13  R egression R esults  — E xtrin s ic  Job Satisfaction





B Std. E rro r B eta
(Constant) 7 .4 4 9 .291 25 .5 8 1 .0 0 0
Role C onflict -.6 3 0 .078 -.4 6 5 -8 .0 5 9 .0 0 0
F in an c ia l
A nxiety
-.1 7 8 .059 -.17 1 -3 .0 3 7 .0 0 3
C om pensation
contingency
4 .8 4 0 E -0 3 .002 .173 3 .1 4 9 .0 0 2
D ependent V a riab le : E x trin s ic  jo b  sa tis fac tion
Im p o rta n tly , these th re e  regression m odels show th a t even though 
com pensa tion  con tingency produced no s ig n ifica n t effects on overa ll jo b  
sa tis fa c tio n , i t  s t ill m akes a  s ig n ifica n t pos itive  c o n trib u tio n  to  e x trin s ic  
jo b  s a tis fa c tio n  and a  s ig n ific a n t negative c o n trib u tio n  to  in tr in s ic  jo b  
sa tis fa c tio n . M oreover, these effects ex is t beyond incom e effects (w hich 
were n o n -s ig n ifica n t).
H 2: S upported
The th ird  hypo thesis  proposes th a t as role co n flic t increases, jo b  
sa tis fa c tio n  w ill be reduced. A  co rre la tio n  m a trix  o f these re la tion sh ip s  is  
presented in  Table 4 .14 .
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Tab le 4 .1 4  C orrelations betw een M easures o f J o b  S a tis fa c tio n  a n d  Role C onflict
RC IJ S E J S J S
RC Pearson C orrelation 1.000
Sig. (2-tailed)
N 255
IJS Pearson Correlation -.4 8 2 1 .0 0 0
Sig. (2-tailed) .000
N 2 55 2 5 5
EJS Pearson C orrelation -.5 4 0 .7 4 0 1 .0 0 0
Sig. (2-tailed) .000 .0 0 0
N 2 55 2 5 5 2 5 5
JS Pearson C orrelation -.5 5 1 .9 1 0 .9 5 2 1.000
Sig. (2-tailed) .000 .0 0 0 .0 0 0
N 255 2 5 5 2 5 5 2 5 5
As can be seen in  the  tab le , ro le  c o n flic t is  s ig n ific a n tly  and 
negative ly re la ted to  m easures o f in tr in s ic  jo b  s a tis fa c tio n  (IJS), e x trin s ic  
jo b  sa tis faction  (EJS), and ove ra ll jo b  s a tis fa c tio n  (JS). T h is  is  in  accord 
w ith  the  hypothesis.
The regression resu lts  above (Tables 4 .1 1 , 4 .1 2 , a n d  4.13) co n firm  
th a t as role co n flic t levels increase, jo b  s a tis fa c tio n  m easures (overall, 
in tr in s ic , and extrins ic ) are reduced.
H3: Supported
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The fo u rth  h yp o th e s is  sta tes th a t increasing  com pensation 
co n tin g e ncy  w ill re s u lt in  in c re a s in g  ro le  co n flic t. As can be seen in  
Table 4 .8 , th e  c o rre la tio n  fo r these m easures is  also s ig n ifica n t b u t 
opposite  to  th e  hypo thesized  d ire c tio n , i. e., as com pensation 
co n tin g e ncy  increases, ro le  c o n flic t is  d im in ish e d . The co rre la tio n  
co e ffic ie n t is  -.2 4 1 , s ig n ific a n t a t .000.
The re s u lts  o f th e  OLS regression, (equation 6, above) are 
sum m arized  in  Table  4 .15 .






B S td . E rro r B eta
(C onstant) 2 .3 9 4 .1 9 0 12 .520 .0 0 0
F in an c ia l
A n xie ty
.2 3 2 .0 4 8 .301 4 .8 8 3 .0 0 0
C O N TC O M P -4 .5 7 8 E -0 3 .001 -.2 2 3 -3 .6 1 2 .0 0 0
D ependent V a ria b le : Role C o n flic t
The reg ress ion  re s u lts  a nd  the s im ple  co rre la tion  re flec t a  
s ig n ific a n t b u t negative  re la tio n s h ip  between com pensation con tingency 
a nd  ro le  c o n flic t, i. e., as com pensa tion  con tingency increases, ro le  
c o n flic t is  d im in is h e d . T h is  is  c o u n te r to  hypothesis 4.
H 4: N ot S u p p o rte d
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The fifth  hypothesis suggests th a t in -ro le  perfo rm ance w ill be 
d im in ish e d  by ro le  co n flic t. The P earson ’s co rre la tio n  fo r these tw o 
m easures) from  Table 4.10) is - .113 w ith  a  s ign ificance  leve l o f .038. 
T h is  is  in  accord w ith  H5. The OLS regression fo r e q u a tio n  5 is  
sum m arized  in  Table 4.16





t | | | | | | j | |
B Std. E rro r B eta
(C onstant) 6 .4 7 1 .1 6 7 3 8 .7 9 2 .0 0 0
F in an c ia l
A n xie ty
-.1 4 5 .0 4 5 -.2 1 2 -3 .2 5 6 .001
D ependent V ariab le : Perform ance
As can be seen from  Table 4 .16 , th e  o n ly  va riab le  in  e q u a tio n  5 to 
show  a s ig n ifica n t re la tionsh ip  w ith  in -ro le  perform ance is  fin a n c ia l 
an x ie ty . In  fact, th e  significance o f ro le  c o n flic t was .413 in  th e  m odel. 
T h is  is  coun te r to the  hypothesized ro le  c o n flic t -  in -ro le  pe rfo rm ance  
re la tio n sh ip .
H 5: N ot S upported.
H ypothesis n u m b e r six proposes th a t m easures o f o rg a n iza tio n a l 
co m m itm e n t w ill be d im in ished  by  in c re a s in g  levels o f ro le  co n flic t. 
Table 4 .8  shows the  co rre la tion  co e ffic ie n t to  be - .578 w ith  a  s ig n ifica n ce
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o f .000 . The OLS regressions o f e q u a tio n  3 and 3a are sum m arized in  
Table 4 .17  and  4 .18 , respective ly.
The re s u lts  o f b o th  regressions re fle c t a  h ig h ly  s ign ifican t, negative 
re la tio n s h ip  between levels o f o rg a n iza tio n a l com m itm ent and ro le 
c o n flic t. The d im e n s io n a lity  o f jo b  sa tis fa c tio n  has litt le  im pact on the  
regression  re su lts . The re la tio n sh ip  betw een organ iza tiona l com m itm ent 
and ro le  c o n flic t is  in  accord  w ith  the  hypo thesis.





l l l i i l i i l Sig.
B Std. E rror Beta
(Constant) 3 .3 8 2 .400 8.458 .000
Job Satisfaction .57 9 .047 .622 12.278 .000
Role C onflict -.1 9 0 .051 -.187 -3.759 .000
F inancia l
A nxiety
-9 .4 0 0 E -0 2 .03 4 -.120 -2 .740 .007
Dependent Variable: O rganizational com m itm ent






B Std. E rror Beta
(Constant) 3 .2 0 3 .411 7.794 .000
In trin s ic  job  
satisfaction
.411 .060 .416 6.885 .000
E xtrinsic job  
satisfaction
.19 0 .047 .253 4.087 .000
Role Conflict -.1 9 7 .051 -.193 -3.891 .000
Financia l
A nxiety
-8 .9 4 E -0 2 .03 4 -.113 -2 .602 .010
Dependent Variable: Organizational commitment
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H6: Supported
H ypothesis n u m b e r seven proposes th a t jo b  s a tis fa c tio n  w ill 
increase as in -ro le  perform ance increases. Table 4 .19  d is p la ys  the  
s im p le  co rre la tions between jo b  sa tis fa c tio n  and in -ro le  pe rfo rm a n ce .
T ab le  4 .1 9  C orrelations betw een M easures o f 
Jo b  S a tis fac tian an d  In -R o le  Perform ance
IR P IJ S EJS J S









N 248 2 5 5
EJS C orrelation
Coefficient
.160 .743 1 .000
Sig. (1-tailed) .006 .000
N 248 2 5 5 255
JS C orrelation
Coefficient
.172 .9 0 7 .951 1 .0 0 0
Sig. (1-tailed) .003 .0 0 0 .000
N 248 255 255 2 5 5
Tables 4 .11 , 4 .12 , and 4 .13  d isp la y  the  regression re s u lts  fo r 
equa tions 4, 4a, and 4b  respective ly, sum m ariz ing  these re la tio n s h ip s . 
The co rre la tio n  coe ffic ien ts  re la tin g  in -ro le  pe rfo rm ance a n d  jo b
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sa tis fa c tio n  are s ig n ific a n t a n d  p o s itive . There does n o t appear to  be any 
m e an in g fu l d iffe rence  betw een the  in tr in s ic , e x trin s ic , and o ve ra ll 
m easures o f jo b  s a tis fa c tio n  in  re la tio n s h ip  to  in -ro le  perform ance.
H7: S upported
H ypothesis e ig h t s ta te s  th a t as o rgan iza tiona l com m itm en t 
increases, so does e x tra -ro le  perfo rm ance. F rom  Table 4 .8 the  
co rre la tio n  co e ffic ie n t betw een the  tw o  m easures is  .361 w ith  a 
s ign ificance  level o f .000, in  acco rd  w ith  th e  hypothesis. The regression 
in c lu d in g  th is  re la tio n s h ip  is  based on equations 1 and la . Tables 4 .20  
and  4.21 sum m arize these regressions.
Tab le  4 .2 0  R egression Results. — E xtra-R ole Perform ance
U n stan d ard ized
C oeffic ien ts
S tandard ized
Coefficients
H H H H I B B !
B Std. E rro r B eta
(Constant) 3 .4 1 1 .5 7 8 5 .8 9 8 .0 0 0
O rganizational
com m itm ent
.181 .0 6 4 .2 0 7 2 .8 0 8 .0 0 5
In -R ole
Perform ance
.3 1 9 .0 5 3 .3 1 8 6 .0 1 8 .0 0 0
Role C onflict -.1 8 6 .0 5 7 -.2 0 9 -3 .2 4 3 .001
In ten t-to -Leave -9 .9 3 9 E -0 2 .0 3 8 -.1 7 6 -2 .6 1 4 .0 1 0
Dependent Variable: Organizational Citizenship Behavior
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B Std. E rror B eta
(C onstant) 2 .977 .538 5 .5 2 9 .0 0 0
In trin s ic  job  
satis faction
.215 .058 .2 5 0 3 .7 4 3 .0 0 0
In -R o le
Perform ance
.300 .052 .2 9 8 5 .7 1 3 .0 0 0
RC -.1 6 7 .055 -.1 8 7 -3 .0 4 8 .0 0 3
In ten t-to -L eave -8 .1 7 8 E -0 2 .036 -.1 4 5 -2 .2 4 2 .0 2 6
Incom e 6 .2 9 1 E -0 6 .000 .1 1 0 2 .0 2 7 .0 4 4
D ependent V ariab le : O rgan iza tiona l C itize n sh ip  B ehavior
The regression re su lts  in  Table 4.20 show  a s ig n ific a n t p a th  
co e ffic ie n t (+ 0.207) between organ iza tiona l com m itm en t and e x tra -ro le  
pe rfo rm ance. T h is  ce rta in ly  supports  hypo thesis  eight. Tab le  4 .21 , 
how ever, reveals th a t when jo b  sa tis faction  is  rep laced in  the  regress ion  
b y  in tr in s ic  and e x trin s ic  jo b  sa tis fac tion  separate ly, the o rg a n iza tio n a l 
pe rfo rm ance  -  ex tra -ro le  perform ance pa th  becom es n o n -s ig n ifica n t. In  
its  stead, tw o new pa ths have estab lished s ign ificance : the in tr in s ic  jo b  
s a tis fa c tio n  -  ex tra -ro le  perform ance pa th  (+ .250) and an incom e -  
e x tra -ro le  perform ance pa th  (+ .110). O ther re la tio n sh ip s  a re  lit t le  
changed.
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H8: Supported
H ypothesis n in e  o f the  s tu d y  proposes th a t as m easures o f jo b  
sa tis fac tion  increase, in te n t-to -le a ve  w ill be d im in ish e d . Tab le  4.22 
sum m arizes the  s im p le  co rre la tio n s . As ca n  be seen from  th e  tab le , the  
co rre la tions are s ig n ifica n t a nd  nega tive . As jo b  sa tis fa c tio n  levels 
increase, m easures o f in te n t-to -le a ve  are d im in ish e d .
The OLS te s t o f hypo thesis n in e  is  based on equations 2 and  2a. A 
sum m ary o f these regressions is  p rese n te d  in  Table 4 .23  and Table 4 .24 .
T ab le  4 .2 2  C o rre la tio n s  betw een M e a s u re s  o f J o b  S a tis fa c tio n  an d  In te n t To  Leave
IT L IJ S EJS JS
IT L Pearson C o rre la tio n 1 .0 0 0
Sig. (1 -ta ile d )
N 2 5 4
IJS Pearson C o rre la tio n -.5 4 4 1 .0 0 0
Sig. (1 -ta ile d ) .0 0 0
N 2 5 4 2 5 5
E JS Pearson C o rre la tio n -.4 9 2 .7 4 0 1 .0 0 0
Sig. (1 -ta ile d ) .0 0 0 .0 0 0
N 2 5 4 2 5 5 2 5 5
JS Pearson C o rre la tio n -.5 5 0 .9 1 0 .9 5 2 1 .0 0 0
Sig. (1 -ta ile d ) .0 0 0 .0 0 0 .0 0 0
N 2 5 4 2 5 5 2 5 5 2 5 5
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T a b le  4 .23  re flec ts  a s ig n ific a n t negative p a th  coe ffic ien t (- .214) 
betw een in te n t-to -le a ve  and  jo b  sa tis fac tion . Th is supports  hypo thes is  
n in e . H ow ever, w hen jo b  sa tis fa c tio n  is replaced in  the  regression w ith  
in tr in s ic  jo b  sa tis fa c tio n  and  e x trin s ic  jo b  sa tis fa c tio n , on ly  in tr in s ic  jo b  
s a tis fa c tio n  d isp lays a s ig n ific a n t p a th  coe ffic ien t (-.272) w ith  in te n t-to - 
leave (Table 4 .24).
T ab le  4 .2 3  Regression. R esults -  In te n t-to -le a v e  -  1





B S td . E rror B eta
(C o n stan t) 8 .6 7 1 .555 1 5 .6 3 7 .000
O rg a n iza tio n a l
C o m m itm e n t
-.5 8 7 .126 -.3 7 9 -4 .6 6 2 .000
O rg a n iza tio n a l
C itizen sh ip
B e h a v io r
-.2 9 1 .104 -.1 6 4 -2 .8 1 1 .005
Job S a tis fa c tio n -.3 0 9 .116 -.2 1 4 -2 .6 7 4 .008
D ep e n d e n t V a riab le : In ten t-to -Leave
T ab le  4 .2 4  Regression R esults  — In ten t-to -L eave  -  2
U n standard ized
Coefficients
S tandard ized  
: C oefficients
Sig.
B S td . E rror B eta
(C o n stan t) 8 .1 7 2 .4 9 0 16 .665 .000
O rg a n iza tio n a l
C o m m itm en t
-.6 5 8 .1 1 7 -.4 2 5 -5 .6 4 7 .000
In trin s ic  Job  
S a tis fac tio n
-.4 1 5 .1 1 5 -.2 7 2 -3 .6 1 6 .0 0 0
D ep e n d e n t V a riab le : In ten t-to -Leave
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H9: Supported
The ten th  hypo thesis o f th e  s tu d y  s ta tes th a t as leve ls o f jo b  
sa tis fa c tio n  increase, levels o f e x tra -ro le  p e rfo rm ance  w ill a lso . The 
co rre la tio n s  are presented in  Table 4 .25 .
Tab le  4 .2 5  Correlations betw een M easu res  o f Jo b  S a tis fac tio n  an d
E x tra -R o le  Perform ance
O CB IJ S E JS J S
O CB Pearson C orrelation 1.000
Sig. (1-tailed)
N 2 5 5
IJ S Pearson C orrelation .4 5 8 1 .000
Sig. (1-tailed) .0 0 0
N 2 5 5 2 5 5
EJS Pearson C orrelation .3 6 0 .7 4 0 1 .0 0 0
Sig. (1-tailed) .0 0 0 .0 0 0
N 2 5 5 2 5 5 2 5 5
JS Pearson C orrelation .4 2 9 .9 1 0 .9 5 2 1.000
Sig. (1-tailed) .0 0 0 .0 0 0 .0 0 0
N 2 5 5 2 5 5 2 5 5 255
The regression m odel te s tin g  th e  jo b  s a tis fa c tio n  -  ex tra -ro le  
perfo rm ance re la tion sh ip  is  based on eq u a tio ns  1 a n d  la . Tables 4.20 
and  4 .21  sum m arize these re la tio n s h ip s . F rom  T ab le  4 .20  i t  can be seen 
th a t ove ra ll jo b  sa tis fa c tio n  is  n o t s ig n ific a n tly  re la ted  to  e x tra -ro le  
perform ance. From  Table 4 .21 i t  can be seen th a t w hen  jo b  sa tis fa c tio n
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is  rep laced  in  th e  regression w ith  in tr in s ic  jo b  sa tis fa c tio n  and e x trin s ic  
jo b  s a tis fa c tio n  separate ly, in tr in s ic  jo b  sa tis faction  does e x h ib it a  
s ig n ific a n t p a th  (+ .250) w ith  extra -ro le  perform ance. T h is  re la tion sh ip  is  
pos itive  and  h ig h ly  s ig n ifica n t, in  accordance w ith  the hypothesis.
H 10: S uppo rted  fo r In trin s ic  Job  S atis faction .
The fin a l hypo thes is  o f the s tu d y  postu la tes a negative re la tio n sh ip  
between in te n t-to -le a ve  and extra -ro le  perform ance, i. e., as in te n t-to - 
leave increases e x tra -ro le  perform ance w ill be reduced. From  Table 4 .8  
the s im p le  co rre la tio n  coe ffic ien t re la tin g  these two m easures is  -.462 , 
w ith  a  s ig n ifica n ce  o f .000. The regression m odel te s tin g  th is  hypothesis 
is  aga in  based equa tions 1 and la . The sum m ary o f these regressions is  
p resented  in  Tables 4 .20  and 4 .21 . Table 4.22 reveals a  s ig n ifica n t p a th  
co e ffic ie n t (- .176) lin k in g  in te n t-to -le a ve  w ith  extra -ro le  perform ance. 
Th is  is  in  accord  w ith  the  hypothesis. Table 4.21 reveals a sm alle r b u t 
s t ill s ig n ific a n t p a th  coe ffic ien t (- .145) fo r the  two m odel constructs.
H l l :  S u ppo rted
A ll p a th  coe ffic ien ts  are s ig n ifica n t a t .05 o r greater, w ith  the  
exception  o f th e  p a th  fro m  incom e to extra -ro le  perform ance, w h ich  is  
s ig n ific a n t a t .063.
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Aside fro m  the increase in  com p lex ity  s te m m in g  fro m  u s in g  the  
d im ensions o f jo b  sa tis fa c tio n  in  m odel 2, th e  p rin c ip a l d iffe re n ce  is  th a t 
the  s ig n ifica n t p a th  fro m  o rga n iza tio n a l co m m itm e n t to  e x tra -ro le  
perform ance has been replaced in  m odel 2 b y  a s ig n ific a n t p a th  between 
in tr in s ic  jo b  sa tis fa c tio n  a nd  e x tra -ro le  perfo rm ance .
Tables 4 .26 and 4 .2 7  sum m arize th e  s ig n ific a n t p a th  coe ffic ien ts 
fo r m odel re la tio n sh ip s . Table 4 .26  dep icts th e  re s u lts  o b ta in e d  w hen 
u n d iffe re n tia te d  jo b  sa tis fa c tio n  is  u tiliz e d  in  th e  m ode l. Table 4 .27 
depicts the  re su lts  fo r m ode l re la tio n sh ip s  w hen  in tr in s ic  an d  e x trin s ic  
jo b -s a tis fa c tio n  are s u b s titu te d  fo r the  sing le  jo b  s a tis fa c tio n  m easure.
T ab le  4 .2 6  S ta n d a rd ize d  P a th  C oeffic ien ts  fo r M o d e l V a ria b le s  
M odel 1 (U n d iffe re n tia te d  Jo b  S a tis fa c tio n )
In c C_C R C FAS IR P JS O C IT L
Incom e
C om p en satio n
C o nting ency
.2 3 7
R ole C o n flic t - .1 2 3 - .2 3 3
F in a n c ia l
A n x ie ty
- .5 7 2 .1 1 8 .3 1 0
In -R o le
P erform ance
ns n s ns - .2 1 2
Job S a tis fac tio n ns ns - .5 0 1 - .1 9 0 ns
O rg an iza tio n a l
C o m m itm e n t
ns ns -  .1 9 0 - .1 2 0 ns .6 2 2
In te n t-to -L e a v e ns ns n s. ns ns -  .2 3 4 - .4 1 8
E xtra -R o le
P erform ance
.1 0 4  
sig .0 6 3
ns - .1 9 4 ns .3 0 4 ns .1 8 7 - .1 7 2
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T ab le  4 .2 7  S tan d ard ized  P ath  C oefficients fo r M odel V ariab les  
M odel 2  (U tiliz in g  Job S atis faction  Com ponents)





Role C o n flic t - .123 - .2 3 3
F in an c ia l
A n xie ty
- .572 .1 1 8 .3 1 0
In -R o le
Perform ance
ns ns ns - .212
In trin s ic  Job  
S atisfaction
ns ns - .431 - .186 ns
E x trin s ic  Job  
S atisfaction
ns .1 0 6 - .4 6 8 - .182 ns ns
O rg an izatio n al
C o m m itm en t
ns ns - .1 6 5 - .080 ns .371 .212
In te n t-to -
Leave
ns ns .139 ns ns - .216 ns - .357
E xtra -R o le
Perform ance
.1 0 8 ns - .1 9 4 ns .3 0 4 .249 ns ns - .145
A ll m odel 2  p a th  coefficients are s ign ifican t a t .0 5  o r greater.
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'  *  -  *  '  s
H I S upported A s levels o f contingent com pensation increase, levels 
financial anxiety will increase.
H2 S upported A s levels o f financial anxiety increase, jo b  satisfaction  
will be reduced.
H3 S upported A s levels o f role conflict increase, job  sa tisfaction will 
be reduced.
H4 N o t
S upported
A s levels o f contingent com pensation increase, role 
conflict will increase.
H 5 N o t
S upported
A s levels o f role conflict increase, in-role perform ance 
will be reduced.
H6 S upported A s levels o f role conflict increase, organizational 
commitment will be reduced.
H7 S upported A s levels o f in-role perform ance increase, job  
satisfaction will be increased.
H8 S upported A s levels o f organizational com m itm ent increase, 
extra-role perform ance will be increased.
H9 S upported A s levels o f Job satisfaction increase, in ten t to leave 
will be reduced.
H IO S upported  
fo r In tr in s ic  
Jo b  
S a tis fa c tio n
A s levels o f job satisfaction increase, extra-role 
performance will be increased.
H U S upported A s intent to leave increases, extra-role perform ance 
will be reduced
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Job Satisfaction. Factor Analysis
It  w as decided to  fa c to r ana lyze the  jo b  sa tis fa c tio n  scale fo r a t 
least th ree reasons. Because o f th e  c le a r d is tin c tio n  m ade between 
in tr in s ic  and  e x trin s ic  jo b  s a tis fa c tio n , because bo th  scales were 
supplem ented w ith  e x tra  ite m s  fo r th is  research, and  because th e  
im p lica tio n s  d ra w n  re ly  on  th e  tw o  d is tin c t d im ensions, fa c to r ana lysis 
w as u tilize d  as a  m eans o f c o n firm in g  th e  tw o d im ensions.
Table 4 .29  is  th e  re s u ltin g  p a tte rn  m a trix  fo r the  fa c to r ana lysis 
com pleted u tiliz in g  m a x im u m  lik e lih o o d  e x tra c tio n  and  an O b lim in  
ro ta tio n  w ith  K a ise r n o rm a liz a tio n .
Table 4 .2 9  Jo b  S atisfaction  Factor Analysis Results
Autonom y Pay &  
Benefits
Pride W orking  
: C onditions
G row th
I am  recognized here for 
doing a  good jo b .
.262 .195 8 .248 E-02 .241 .204
This job is challenging .887 -3 .8 7 0 E -0 2 .284 -.201 .176
This job allows m e to w ork  
w ithout direct supervision.
.337 4 .9 6 5E -0 2 -2 .841  E -02 .108 -.1 0 0
I am  satisfied w ith  m y 
com pensation p lan.
-3 .4 9 9 E -0 2 .674 1.075E-03 2.280E -02 .153
I am  satisfied w ith  m y 
e a r n in g s .
2 .6 2 7 E -0 2 .916 1.382E-02 -3 .76 7 E -02 -.1 2 7
M y e a r n in g s  are f a i r  in  
relation to the efforts  
expended.
6 .5 9 5 E -0 2 .881 -6 .2 4 9 E-02 4 .360E -02 -5 .31 3E -02
I am  satisfied w ith  m y 
probable fu ture e a r n in g s
-1 .4 3 7 E -0 2 .765 .125 5.927E -02 1.612E -02
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Table 4 .2 9  |C





I am  satisfied w ith  m y  
benefit p lan  in  general.
9 .903E -03 .453 5.167E -02 -4 .3 4 5 E -0 2 .162
I get a  feeling o f 
accom plishm ent from  the  
w ork I am doing.
3 .329E -02 3 .152E -02 .795 -2 .8 7 2 E -0 2 9 .1 2 4 E -0 2
M y job  is an  interesting one. .134 -6 .79 4 E -02 .735 -1 .3 6 7 E -0 2 .132
M y w ork has real m eaning. -4 .165E -02 6 .009E -0 2 .813 -1 .8 1 7 E -0 2 7 .3 2 1E -0 2
I am  proud to te ll people 
w hat I do for a  living.
5 .427E -02 9 .868E -0 3 .816 1 .6 1 7E -0 3 -3 .6 8 5 E -0 2
The public's attitude tow ard  
m y company is good.
.128 1 .837E -02 .502 .223 -9 .9 1 9 E -0 2
The public ’s attitude tow ard  
m y career is good.
-2 .807 E -02 7 .398E -0 2 .544 .118 -.1 2 1
The policies o f th is company 
m ake m y job easier.
-3 .7 8 9 E-02 -5 .96 4 E -02 .125 .539 1 .6 14E -02
M y job  is secure. 1 .804E -02 .182 8.079E -02 .370 -5 .1 3 5 E -0 2
The w orking conditions her 
m ake it  easier to do a  good 
job.
2 .860E -02 .111 2.788E -02 .788 -8 .0 2 6 E -0 2
The people I work w ith  
m ake it  easier to do a  good 
job .
3 .632E -02 -1 .9 5 3 E-03 2 .509 E-02 .745 1 .664E -02
M y supervisor is a  real 
asset to me in  doing m y job.
.104 2 .875E -02 -7 .561E -02 .499 .258
This organization does a  
good jo b  a t encouraging 
professional growth.
-2 .657E -02 .225 .258 .275 .361
This company offers 
opportunities for growth.
-7 .232 E -02 .218 .299 8 .6 9 1 E -0 2 .621
I f  I perform  w ell in  th is  job , 
I  w ill have opportunity for 
prom otion.
3 .562E -02 .237 3.794E -02 .183 .527
E xtraction  Method: M axim um  Likelihood. R otation Method: O blim in w ith  Kaiser
N orm alization. Rotation converged in  10 iterations.
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T h is  fa c to r ana lys is  developed five  fa c to rs  fro m  th e  tw enty-tw o jo b  
sa tis fac tion  scale item s. These fa c to rs  have been labeled here: 
autonom y, pay 8& bene fits , p ride , w o rk in g  co n d itio n s , and g row th . 
A utonom y, p ride , and g ro w th  c le a rly  are  e lem ents o f in tr in s ic  jo b  
sa tis faction . E qua lly  c le a rly , the  tw o re m a in in g  fac to rs , pay 8s bene fits  
and w o rk in g  co n d itio n s , are e lem ents o f e x trin s ic  jo b  sa tis fac tion . 
N oticeably, tw o item s fro m  th e  o rig in a l scale: “ th e  p u b lic ’s a ttitu d e  
tow ard m y com pany is  good” and “ th e  com pany’s a ttitu d e  tow ard  m y 
career is  good” w h ich  w ere coded as e x trin s ic  jo b  sa tis faction  item s 
loaded on to  the  p rid e  d im e n s io n  o f in tr in s ic  jo b  sa tis fac tion .
M oving these two ite m s  to  in tr in s ic  jo b  sa tis fa c tio n  resu lts  in  a 
coe ffic ien t a lp h a  o f .88 fo r in tr in s ic  jo b  sa tis fa c tio n , .88 fo r e x trin s ic  jo b  
sa tis faction  and .93 fo r th e  com bined jo b  sa tis fa c tio n  scale. T h is  
com pares w ith  the  e a rlie r repo rted  co e ffic ie n t a lphas o f .87 fo r in tr in s ic  
jo b  sa tis fa c tio n  and .88 fo r e x trin s ic  jo b  sa tis fa c tio n . The means fo r th e  
ad justed scales are 5.16 fo r e x trin s ic  jo b  sa tis fa c tio n  and 5.88 fo r 
in tr in s ic  jo b  sa tis fac tion . These com pare to  the  o rig in a lly  id e n tifie d  scale 
means o f 5 .29 fo r e x trin s ic  jo b  sa tis fa c tio n  and  5.88 fo r the  in tr in s ic  jo b  
sa tis faction . O verall, even th o u g h  tw o  item s m ay have been b e tte r 
id e n tifie d  as in tr in s ic , no m e a n in g fu l change developed fro m  th a t change. 
Even so, a ll regressions u tiliz e d  to  te s t hypotheses u tiliz e d  the re su lts  o f 
the fa c to r ana lys is , i. e., th e  tw o e x trin s ic  item s fo u n d  to  load onto p rid e
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w ere in c lu d e d  in  the  in tr in s ic  jo b  sa tis fac tion  score and excluded fro m  
th e  e x trin s ic  jo b  sa tis fa c tio n  score.
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CHAPTER 5
DISCUSSIO N O F FINDIN G S
The purpose o f th is  ch a p te r is  to  d iscu ss  a n d  in te rp re t th e  re su lts  
o f the s tudy. The firs t section  o f th is  c h a p te r p rov ide s  a  d iscussion  o f the 
research fin d in g s . The second section  w ill p re se n t a  d iscussion  o f the 
m anageria l im p lica tio n s  o f these fin d in g s . Suggestions fo r fu tu re  
research are p rov ided  in  the  n e x t se c tio n . The fo u rth  section  w ill 
describe lim ita tio n s  o f the  s tu d y . F in a lly , c o n tr ib u tio n s  o f the  s tu d y  are 
presented in  the  f if th  section  o f th is  ch a p te r.
Research Findings, Conclusions, 
and Implications
T h is  s tu d y  investiga ted  the  e ffe c t o f co m pe n sa tio n  con tingency on 
a  fram ew ork o f re la tio n s h ip s  in c lu d in g  ro le  co n flic t, anx ie ty , 
o rgan iza tiona l co m m itm e n t, jo b  s a tis fa c tio n , in -ro le  perform ance, e x tra - 
ro le  perform ance, and in te n t to  leave. I t  w as hypothesized th a t 
increasing  com pensation  co n tin g e n cy  w o rk  a c t to  increase levels o f ro le  
co n flic t and a n x ie ty  w ith  th e  consequen t e ffec ts  b e in g  evident th ro u g h o u t 
the  o th e r m odel co n s tru c ts .
Perhaps the  firs t fin d in g  o f th is  s tu d y  is  th e  effect o f incom e on 
some s tu d y  variab les. W h ile  incom e w as n o t o f d ire c t in te re s t in  itse lf,
150
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th e  e ffec ts  o f incom e were im p o rta n t to  o th e r re la tionsh ips ce n tra l to  th e  
s tu d y . F o r exam ple, th e  re la tio n s h ip  o f fin a n c ia l anx ie ty  and  
co m p e n sa tio n  con tingency w as con founded by incom e. The sim ple  
c o rre la tio n  betw een the  tw o is  negative (though  no t s ig n ifica n t) in d ica tin g  
th a t h ig h e r leve ls  o f con tingency produce  low er levels o f anxie ty. The 
c o rre la tio n  betw een the  two a fte r c o n tro llin g  fo r income is  s ig n ifica n t and  
p o s itive . S im ila rly , incom e served to  reduce the  size o f the  co rre la tio n  o f 
co m p e n sa tio n  con tingency w ith  o th e r m easures o f stress and a nx ie ty  
(ro le  c o n flic t, jo b  induced  tens ion , and generalized anxiety) though  i t  d id  
n o t reverse th e  d ire c tio n  o f associa tion . M oreover, h ig h e r incom e w as 
fo u n d  to  re du ce  fin a n c ia l a n x ie ty , and ro le  co n flic t, and to  increase e x tra ­
ro le  p e rfo rm a n ce . These are the  d ire c t effects o f incom e and th e y  
p e rs is te d  even a fte r the  a d d itio n  o f o th e r m ed ia ting  variab les.
The f ir s t  re s u lt o f im po rtance  in vo lv in g  the m odeled re la tio n sh ip s  
w as th e  nega tive  re la tio n sh ip  between com pensation con tingency and 
ro le  c o n flic t, co u n te r to  the  hypothesized d ire c tion . The co rre la tio n  w as 
n o t o n ly  nega tive , b u t was h ig h ly  s ig n ific a n t (- .233, .000). O n the face o f 
it ,  th is  w o u ld  seem to in d ica te  th a t as the percentage o f to ta l 
co m p e n sa tio n  represented b y  com m issions, bonuses, and o th e r p ay-fo r- 
p e rfo rm a n ce  m echan ism s, increases, ro le  co n flic t is  a c tu a lly  reduced. 
T h is  w o u ld  seem  to be a p la u s ib le  re s u lt based on the  c la r ity  provided 
b o th  to  w o rk e r and to  m anager by hav ing  a s ing le  m easure o f 
p e rfo rm a n ce , e. g., com m issions o r bonuses earned, o r th e  perform ance
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factor(s) used to  ca lcu la te  them . I f  success o r fa ilu re  is  re a d ily  
d iscem able  by a single m easure  o r sing le g roup  o f m easures, the 
employee has greater con fidence in  th e  fo rm  and co n te n t o f o th e r 
re la tion sh ip s . For exam ple, custom er re la tio n sh ip s  revolve a ro u n d  the 
sale. In  fact, in  the tru e s t sense o f the  w ord , the re  is  no custom er un less 
and u n til a sale is m ade. R e la tionsh ips w ith  m anagers are s im ila rly  
focused. I f  sales re su lts  a c t to  f ilte r  and  c la rify  perfo rm ance, o r in  fa c t 
are the single m easure o f pe rfo rm ance, the  re la tio n sh ip s  w ith  superio rs  
w ou ld  also seem c la rifie d . C om m un ica tions w o u ld  seem to be clearer 
and less am biguous th a n  m ig h t o therw ise  be possib le . Secondly, fro m  a 
m anager’s perspective, the ta s k  a m b ig u ity  is  a lso lessened. A  m anager 
can focus c learly  on issues w h ic h  re la te  d ire c tly  to com pensation  w ith  
lit t le  concern about c o n flic tin g  p rio ritie s . W h ile  th is  in te rp re ta tio n  o f the 
s tu d y  re su lts  is  qu ite  ra tio n a l, m ethodo log ica l issues cause th is  
in te rp re ta tio n  to be called in to  question .
The hypothesized re la tio n s h ip  was based p a rtly  on an  assum ption  
th a t the employee experiences co n flic te d  lo ya ltie s  between a  desire to  act 
in  the  best in te re s t o f custom ers and em ployers a t the  same tim e . T h is  
c o n flic t was hypothesized to  become m ore p ronounced  u n d e r 
com pensation p lans basing  pay on o b ta in in g  custom er orders. The ro le  
c o n flic t scale used d id  n o t e x p lic itly  ask questions re la tin g  to  th is  
co n flic t. The scale asked q u e s tio n s  th a t c e rta in ly  in c lu d e d  th is  type o f 
co n flic t, e. g., 1 receive in co m p a tib le  requests fro m  tw o o r m ore people.’
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A fa c to r a n a lys is  o f the ro le  c o n flic t scale produced th ree  
d im e ns ion s, one o f w h ic h  co u ld  have been ca lled  ‘in te r-p e rso n a l c o n flic t. ’ 
W h ile  co m p a rin g  th e  m eans o f in te r-p e rso n a l c o n flic t arrayed aga inst 
co n tin g e n t com pensa tion  levels, i t  becam e appa ren t th a t the  tre n d  
fo llow ed th e  o rig in a l hypo thes is  i f  one com pany w ere removed. In  fa c t 
th is  com pany w as the  o n ly  com pany in  a  m a jo r m e tropo litan  c ity  as 
opposed to  m id -s ize d  c itie s  and sm a ll tow ns. I t  was also the  o n ly  
com pany to  have a  la rge  n u m b e r o f em ployees (-1 0 0 ) a t one large store . 
The o th e r fu rn itu re  stores had  an average o f five to  s ix  employees a t each 
lo ca tio n . E lim in a tin g  th is  com pany, and  ru n n in g  th e  regression w ith  the 
re m a in in g  com pan ies in  th e  fu rn itu re  sub -ca tego ry  produced a  pos itive  
c o rre la tio n  (as hypothesized) between com pensa tion  contingency and ro le  
c o n flic t w h ic h  w as s ig n ific a n t a t .077 (n = 55). The com pensation 
co n tin g e ncy - ro le  c o n flic t re la tio n s h ip  re m a in s  u n se ttle d .
The second fin d in g  o f in te re s t, is  th e  co n firm a tio n  th a t as the 
e x ten t o f co m pe n sa tio n  con tingency increases, fin a n c ia l anx ie ty  a lso 
increases. W h ile  incom e had the  la rg es t e ffect on fin a n c ia l a n x ie ty  
(co rre la tio n  co e ffic ie n t: - .572, sig. .000) th e  co rre la tio n  o f fin a n c ia l 
a n x ie ty  w ith  com pensa tion  con tingency w as positive  and h ig h ly  
s ig n ific a n t (c o rre la tio n  coe ffic ien t: .118, sig. .003). T h is  provided p a rtia l 
su p p o rt fo r th e  h yp o th es is  th a t a n x ie ty  and  jo b -in d u ce d  tension w o u ld  
increase w ith  in c re a s in g  com pensation  con tingency. In  fact, jo b -in d u ce d  
te n s io n  a nd  genera lized a n x ie ty  were b o th  d im in ish e d  by in c re as ing ly
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co n tin g e n t com pensation. Th is was tru e  even a fte r c o n tro llin g  fo r 
incom e. The exp lana tion  fo r these re la tio n sh ip s  w o u ld  seem  to  fo llo w  the 
exp la n a tio n  fo r the  ro le  c o n flic t re la tio n sh ip  w ith  com pensation 
con tingency, i. e., the c lea re r perform ance expecta tions com b ined  w ith  
e xp lic it, n o n -th re a te n in g  feedback on perfo rm ance w o u ld  seem to 
e lim in a te  o r reduce the u n ce rta in tie s  o f w orkp lace  re la tio n s h ip s  w hich 
in c lu d e  pow er asym m etries.
A d d itio n a lly , a s ig n ifica n t and positive  re la tio n s h ip  e x is ts  between 
ro le -co n flic t and fin a n c ia l a n x ie ty . There co u ld  be severa l exp lana tions 
o f th is  re la tio n sh ip . I t  w o u ld  seem lik e ly  th a t as ro le  c o n flic t increases, 
the  in d iv id u a l is  less secure in  h is  jo b  re la tio n sh ip s  o ve ra ll. As th is  job  
in s e c u rity  increases, one w o u ld  expect th a t fee lings o f jo b  in se cu rity  
w ou ld  cause feelings o f fin a n c ia l a n x ie ty  to becom e m ore  acu te . Causal 
d ire c tio n  here is  p rob lem atic . A n equa lly  reasonable e xp la n a tio n  m ight 
be th a t as fee lings o f fin a n c ia l anx ie ty  increase, an  in d iv id u a l m ig h t come 
to  blam e th e  m anagers and  po lic ies o f the  em ployer in  a n  a tte m p t to  
ra tio n a lize  th e  in d iv id u a l’s fin a n c ia l shortcom ings as b e in g  th e  fa u lt o f 
o the rs, i. e., the  supervisors, po lic ies, etc. o f th e  firm .
In -ro le  perform ance, in  th is  sam ple, was p o s itiv e ly  and 
s ig n ific a n tly  re la ted  to e x tra -ro le  perform ance (.304, .000). M acKenzie, et 
a l (1998) hypothesized th a t in -ro le  perform ance, a c tin g  th rough  
o rga n iza tio n a l com m itm ent, w ou ld  increase e x tra -ro le  perform ance. 
U n fo rtu n a te ly , th e ir sam ple produced no lin k  betw een in -ro le
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perform ance and  o rg a n iz a tio n a l com m itm ent. W hile  th e  present sample 
s im ila rly  d id  n o t p roduce  a  s ig n ific a n t IRP -  OC p a th , it  d id  produce a 
d ire c t pa th  re la tin g  in -ro le  a n d  extra -ro le  m easures o f perform ance. It is  
q u ite  lik e ly  th a t s u p e rio r pe rfo rm ers (IRP) increase th e ir  level o f extra­
ro le  perform ance as a  m eans o f re in fo rc in g  the socia l s ta tu s  conferred by 
th e ir in -ro le  pe rfo rm ance . T h is  is a  socia l m ain tenance behavior.
Role c o n flic t, in  th is  s tu d y , developed a negative and s ign ifican t 
d ire c t pa th  to  e x tra -ro le  perform ance (- .194, .003). In te re s tin g ly , th is  
re la tio n sh ip  w as n o t m ed ia ted  by jo b  sa tis faction . In  fact, when the 
variab le  jo b  s a tis fa c tio n ’ w as replaced in  the  regression by its  two 
d im ensions, in tr in s ic  and  e x trin s ic  jo b  sa tis faction , the size and strength 
o f the  RC - ERP re la tio n s h ip  w ere unchanged.
The p rese n t sam ple a lso con firm ed the negative re la tionsh ip  
between in te n t-to -le a ve  and  e x tra -ro le  perform ance. The im portance o f 
the ITL -  ERP, RC -  ERP, a n d  the  IRP -  ERP re la tio n sh ip s  lies in  th e ir 
socia l m a in tenance  fu n c tio n . Socia l m a in tenance is  necessary to in  
o rde r to b u ild  a nd  m a in ta in  s ta tu s  o r s tand ing  w ith in  the  social order. 
The concept o f re c ip ro ca l a ltru is m  (Trivers, 1971) suggests th a t 
in d iv id u a ls  cooperate  n o t o n ly  to d ire c tly  sa tis fy  th e ir  own physica l 
needs, b u t as a  m eans o f re la tin g  th e ir ow n a b ilitie s  and  im portance to 
the group. I f  a  g ro u p  m em ber is  o n ly  o u t fo r pe rsona l gain, o ther 
m em bers le a rn  to  d is tru s t th e  se lfish  in d iv id u a l. T h is  can on ly lead to 
m a rg in a liza tio n  o f th e  in d iv id u a l and the  la ck  o f g roup  su ppo rt fo r th a t
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in d iv id u a l’s objectives. Reciprocal a ltru is m  is  th e n  a  m o ra l f ilte r  used to 
ju d g e  the  behavior o f o thers (and ourse lves). W hen viewed in  te rm s o f 
re c ip ro ca l a ltru is m , in ten t-to -leave  s h o u ld  a c t to  reduce ex tra -ro le  
perform ance. I f  an in d iv id u a l is  p la n n in g  to  leave, e ffo rt spent 
m a in ta in in g  socia l re la tionsh ips, i. e., p e rfo rm in g  a ltru is tic  acts , w h ich  
are n o t lik e ly  to  be reciprocated, is w asted  e ffo rt.
S im ila rly , the m ore an in d iv id u a l fee ls  m arg ina lized  o r m in im ized  
b y  the  g roup , the less lik e ly  the in d iv id u a l w ill be to  p u t e ffo rt in to  e ith e r 
in -ro le  perform ance o r extra -ro le  pe rfo rm ance  and  the  m ore lik e ly  th a t 
in d iv id u a l w ill be to consider leaving th e  g roup . The experience o f 
m a rg in a liza tio n  w ou ld  be m anifest as, o r a t least accom panied by, 
fee lings o f ro le  co n flic t, job -induced  te n s io n , and  anxie ty- The negative 
re la tio n s h ip  between ro le  co n flic t and e x tra -ro le -p e rfo rm a n ce  is  ce rta in ly  
in  accord w ith  th is  ra tiona le . The c o n flic te d  o r m a rg ina lized  in d iv id u a l 
w ill n o t p u t fo rth  the e ffo rt required o f m a in te n a n ce  behavio rs w h ich  are 
u n lik e ly  to  be reciprocated. The fa c t th a t m anagers ra te  m ore h ig h ly  
those in d iv id u a ls  they perceive as p e rfo rm in g  e x tra -ro le  behaviors 
(Podsakoff 8s MacKenzie, 1994) is o n ly  one exam ple o f the  re c ip ro ca tio n  
invo lved.
M acKenzie, et a l (1988) found a  s ig n ific a n t negative p a th  between 
ro le  co n flic t and in -ro le  perform ance (- .11). T h is  s tu d y  p roduced  the 
same re la tio n sh ip , a lthough  w ith  m a rg in a l s ign ificance  (- .113 , .076). 
W hen fin a n c ia l a nx ie ty  was added to  th e  regression, how ever, the  ro le
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c o n flic t -  in -ro le  pe rfo rm ance  p a th  lo s t s ign ificance a ltoge the r. The 
fin a n c ia l anx ie ty  -  in -ro le  p e rfo rm ance  p a th  coe ffic ien t, however, was 
la rg e r and  m ore s ig n ific a n t (- .212, .001) th a n  the replaced RC -  IRP pa th  
coe ffic ien t. S im la rly , th e  RC -  IRP p a th  was replaced by  generalized 
a n x ie ty  (- .279, 000) an d  by  jo b -in d u c e d  tension  (- .240, 000) w hen they 
were added, in  tu rn , to  th e  RC -  IRP regression m odel. In te re s tin g ly , 
tho u g h  i t  was n o t in c lu d e d  in  th is  s tu d y , per se, the p a th  estab lished in  
the MacKenzie, e t a l (1998) s tu d y  betw een ro le  a m b ig u ity  and in -ro le  
perform ance was n o t su p p la n te d  b y  a n y  o f the th ree  m easures o f 
te n s io n /a n x ie ty  in c lu d e d  in  th is  s tu d y . A ll th ree  facto rs, in  tu rn , showed 
s ig n ifica n t effects on in -ro le  pe rfo rm ance , in  a d d itio n  to th e  e ffect o f ro le 
a m b ig u ity . It w ou ld  seem th a t th e  em o tio n a l response to  the  factors 
p ro d u c in g  role c o n flic t is  q u ite  d iffe re n t from  the response to role 
a m b ig u ity  factors.
F in a n c ia l a n x ie ty  w as also fo u n d  to  produce d ire c t s ig n ifica n t 
negative effects on o rg a n iza tio n a l com m itm en t (- .120 , .007).
G eneralized anx ie ty  a n d  jo b -in d u c e d  te ns ion , however, b o th  fa iled  to 
reach s ign ificance  in  th e  regression  w ith  o rgan iza tiona l co m m itm ent.
One fin a l n o n -co m firm a to ry  fin d in g  was ob ta ined w hen  us ing  the 
two jo b -sa tis fa c tio n  d im e n s io n s  in  lie u  o f the single jo b  sa tis fac tion  
m easure. The M acKenzie, e t a l (1998) s tu d y  developed s ig n ifica n t 
pos itive  linkages betw een jo b  sa tis fa c tio n  and o rgan iza tiona l 
com m itm en t and betw een o rg a n iz a tio n a l com m itm ent and  extra -ro le
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perfo rm ance . The p resen t s tudy  confirm ed those re la tio n sh ip s . 
H ow ever, w hen m easures o f in tr in s ic  jo b  sa tis faction  and  e x trin s ic  jo b  
s a tis fa c tio n  were used in  place o f the single jo b  sa tis fa c tio n  m easure, 
in tr in s ic  jo b  sa tis fa c tio n  developed a s ig n ifica n t pos itive  p a th  d ire c tly  to  
e x tra -ro le  perform ance and the  organ iza tiona l com m itm en t p a th  to  e x tra ­
ro le  perform ance lo s t s ign ificance. Th is no t o n ly  h ig h lig h ts  the 
im p o rta n ce  o f in tr in s ic  jo b  sa tis faction , b u t also th e  c o n trib u tio n  i t  
m akes to  o rgan iza tiona l com m itm ent.
Managerial Implications
The firs t im p lic a tio n  o f im portance  to m anagers is  th a t no 
s ig n ific a n t linkage e x is ts  between com pensation con tingency and  
pe rfo rm ance . C om m issions and bonuses are o ften used to  m o tiva te  
pe rfo rm ance . In  th is  s tu d y , as in  o thers c ited  in  ch a p te r 3 , (e. g. B aker, 
e t a l, (1988); Stalg'ovic and  Lu thans (1997)), there w as no perfo rm ance 
g a in  fro m  com pensation contingency. Indeed, th e  o n ly  d ire c t 
p e rfo rm ance  lin k  betw een any o f the s tu d y  variab les and  perfo rm ance 
w as th e  negative p a th  connecting  in -ro le  perform ance w ith  fin a n c ia l 
a n x ie ty . O f course, fin a n c ia l anx ie ty  was show n to  be p o s itive ly  
co rre la te d  w ith  com pensation  contingency. The o n ly  p a th  to  in -ro le  
p e rfo rm ance  to develop, then , was the  pa th  fro m  com pensa tion  
co n tin g e n cy  th ro u g h  fin a n c ia l anx ie ty  to in -ro le  perform ance, w h ic h  was
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overa ll negative, i. e., increasing  th e  co n tin g e n cy  o f com pensation acts to 
increase fin a n c ia l a n x ie ty  w h ich  appears to  in h ib it  perform ance.
Indeed, the  positive  co rre la tio n  betw een incom e and com pensation 
contingency w ou ld  in d ica te  th a t in  o rd e r to  extend the m otiva tion  o f 
con tingent com pensation, m anagem ent pays a  prem ium  in  to ta l 
com pensation. I t  w o u ld  appear th a t, i f  i t  costs  less to  pay employees a 
sa lary o r h o u rly  wage th a n  to  pay com m iss ions and bonuses, and i f  the 
com m issions and bonuses c o n trib u te  n o th in g  o r are a c tu a lly  in h ib itin g  
perform ance, sa la ries w o u ld  be th e  m ore effective com pensation 
m echanism . Th is is , however, n o t a  se ttled  issue . Even so, the num ber 
o f stud ies p rod u c in g  a i io  p o s itive  e ffe c t’ re s u lt o f com pensation 
contingency on in -ro le  perform ance sh o u ld  give com pensation p lanners 
reason to look close ly a t th e ir  reason ing  fo r in c lu d in g  in ce n tive s ’ in  th e ir 
com pensation p lans.
A second im p lic a tio n  fo r m anagem ent lies  in  the connection 
between in -ro le  perform ance and e x tra -ro le  perform ance. Th is re su lt 
m ay also derive fro m  socia l m a in tenance  behaviors. I f  th is  is so, 
m anagem ent o f b o th  IRP and ERP sh o u ld  invo lve  socia l m aintenance 
behaviors. The S ta jkov ic  and L u th a n s  (1997) m eta -ana lys is  showed th a t 
perform ance feedback, coupled w ith  n o n -fin a n c ia l socia l rewards, is 
m ore effective a t increas ing  perfo rm ance  th a n  are fin a n c ia l rew ards (p. 
1143). This, com bined w ith  the  re s u lts  o f th e  p resen t study, leads th is  
researcher to suggest th a t m anagers lo o k  fo r w ays o f p rov id ing  non­
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th re a te n in g  feedback an d  w ays to in s t ill shared goals, ra th e r th a n  
o ffe rin g  in ce n tive s , as a  m ore effective and  less cos tly  m eans o f im p ro v in g  
pe rfo rm a n ce . W h ile  th is  c e rta in ly  re qu ires  m ore c re a tiv ity  and a  m ore 
in vo lve d  o r h a n d s -o n ’ m anagem ent s ty le  th a n  s im p ly  o ffe rin g  an  
in ce n tive , i t  a t le a s t has th e  prom ise o f success.
A th ird  im p lic a tio n  fo r m anagem ent is  th a t an u n d e rs ta n d in g  o f jo b  
s a tis fa c tio n  m u s t in c lu d e  the  d is tin c tio n  between in tr in s ic  jo b  
s a tis fa c tio n  and  e x trin s ic  jo b  sa tis fa c tio n . Focusing on those elem ents, 
lik e  pay, th a t are e x trin s ic  to  the  w o rk  itse lf, can o n ly  lead to  th e  
d im in u tio n  o f jo b  d issa tis fa c tio n  and n o t to  jo b  sa tis fac tion  (Herzberg, 
1966, L ik e rt, 1967). M anaging to  create in tr in s ic  jo b  sa tis fa c tio n  
re q u ire s  p ro v id in g  n o n -th re a te n in g , i. e., n o n -co n tro llin g  feedback, and  
fo s te rin g  s e lf-d e te rm in a tio n  in  the  w orkfo rce  by opening co m m u n ica tio n s  
a n d  fo s te rin g  w o rke r in itia tiv e s  and w o rke r p a rtic ip a tio n  (Deci, e t a l, 
1989)). In tr in s ic  jo b  sa tis fa c tio n  derives fro m  the  w o rk  its e lf and th e  
experience o f se lf-d e te rm in a tio n  in  do ing  the  w ork. The connections 
betw een IJS  a nd  e x tra -ro le  perform ance and between IJS  and  
o rg a n iz a tio n a l co m m itm e n t illu m in a te  the  im portance o f in tr in s ic  jo b  
s a tis fa c tio n .
One fin a l im p lic a tio n  fo r m anagem ent is  the negative p a th  
c o rre la tio n  betw een fin a n c ia l a n x ie ty  and  in -ro le  perform ance. In  th is  
s tu d y , fin a n c ia l a n x ie ty  was found  to  be negatively co rre la ted  w ith  
incom e leve l and  p o s itive ly  corre la ted  w ith  com pensation con tingency.
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As incom e goes down, fin a n c ia l a n x ie ty  goes u p ; as com pensa tion  
con tingency goes up , fin a n c ia l a n x ie ty  goes up . I t  has p re v io u s ly  been 
show n th a t low er incom e leve ls a lso co rre la te  w ith  h ig h e r leve ls o f 
tu rn o v e r (S tark, 1970). W hile  i t  is  d if f ic u lt to  m easure  the exact costs o f 
tu rn o v e r and the rea l costs o f th e  re d u c tio n  in  perfo rm ance a tte n d a n t to  
low ered incom e levels and in ce n tive  type  com pensa tion  p la n s  (th ro u g h  
fin a n c ia l anxie ty), i t  m ay be a  fa lse  econom y to  u n de r-pay o r to  over- 
in ce n tiv ize  the w orkforce.
Suggestions for Future Research
The resu lts  o f th is  s tu d y  ra ise  several q u e s tio n s  th a t need to  be 
addressed in  fu tu re  research. The f ir s t issue th a t requ ires fu rth e r s tu d y  
is  th e  re la tio n sh ip  between com pensa tion  co n tin g e n cy  and ro le  c o n flic t. 
Looking  spec ifica lly  a t th e  in te r-p e rs o n a l c o n flic t experienced by 
custom er-con tact employees w ho  are p a id  a co m m iss io n  to  o b ta in  a  sale 
o r some o the r fo rm  o f custom er com pliance . T h is  shou ld  in c lu d e d  e ith e r 
a  re fine d  sam ple, to  reduce p o te n tia l co n fo u n d in g , o r a  large sam ple size.
The concept o f re c ip roca l a ltru is m  needs to  be tra n s la te d  in to  
m odels o f behavior to b e tte r u n d e rs ta n d  th e  im pact o f soc ia l 
m a in tenance on o rgan iza tiona l be h a v io r. In c lu d in g  co n s tru c ts  su ch  as 
self-esteem , tru s t, m o tiva tion , a n d  o rg a n iza tio n a l ju s tic e  w o u ld  a lso 
fu rth e r o u r u n d e rs ta n d in g  o f th e  fu ll im p a c t o f 
m o tiv a tio n a l/re w a rd /in c e n tiv e  system s.
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The re la tio n s h ip  o f in tr in s ic  jo b  sa tis fa c tio n  w ith  o rgan iza tiona l 
co m m itm e n t a lso m e rits  c la rific a tio n . B o th  in tr in s ic  and e x trin s ic  jo b  
sa tis fa c tio n  are  s ig n ific a n tly  and  p o s itive ly  co rre la ted  w ith  o rgan iza tiona l 
co m m itm e n t. The IJS  -  OC re la tio n sh ip , however, was m uch stronger 
th a n  the  EJS  -O C  re la tio n sh ip  in  th is  sam ple. A d d itio n a lly , IJS replaced 
OC in  th e  p a th  to  e x tra -ro le  perform ance. W hat, then, is  the IJS /  EJS 
re la tio n sh ip  w ith  th e  d im ensions o f o rga n iza tio n a l com m itm ent and w h a t 
an tecedent re la tio n s h ip s  are re qu ire d  fo r b o th .
The re la tio n s h ip  o f com pensation  con tingency w ith  ro le  c o n flic t 
was reversed in  th e  sm a lle r o n e -in d u s tiy  sub-sam ple. T h is  on ly  
occurred  a fte r e lim in a tin g  one com pany fro m  th a t sam ple. T h is  com pany 
was loca ted  in  a  m e tro p o lita n  a rea  and had a  large num ber o f em ployees 
a t one lo ca tio n . I t  a lso pa id  no com m ission. Anderson and O live r (1987) 
suggested th a t behavior-based co n tro l system  w ould  in c lude  closer 
su p e rv is ion . H ow  then, do these fa c to rs  im pact ro le  co n flic t?  
S pec ifica lly , does closeness o f superv is ion , o r the  level o f fo rm a liza tio n  
a tte n d a n t to  la rg e r com panies, o r even the  size o f the c ity  w here one 
lives, ac t to  increase  ro le  co n flic t?  Does the level o f autonom y experience 
in  sm a lle r firm s  o r perhaps because o f com m ission-based com pensation 
system s, reduce  ro le  con flic t?
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Limitations of the Study
Several factors e x is t w h ich  in flu e n ce  th e  e x te rn a l v a lid ity , 
gene ra lizab ility , and in te rp re ta tio n  th e  s tu d y  fin d in g s .
The design o f the  c u rre n t s tu d y  is  cro ss-se c tio n a l. As such, 
ca u sa lity  is prob lem atic. In  every associa tion  between tw o  va riab les  , i t  
is  conceivable, and often arguab le , th a t causa tion  is  e ith e r reversed, an 
a rtifa c t o f the s tudy  and sam ple design, m u tu a l, o r n o n -e x is te n t. I t  is  
possib le , fo r example th a t, a change in  e x tra -ro le  pe rfo rm ance  w ill 
im p a c t in ten t-to -leave. T h is  Jam esian in te rp re ta tio n  w o u ld  seem m uch 
less reasonable than  the co n c lus ion  th a t in te n t-to -le a ve  in flu e n ce s  e x tra ­
ro le  perform ance, o r perhaps th a t b o th  va riab les are in flu e n ce d  by some 
th ird  fac to r such as jo b  sa tis fa c tio n . F u tu re  research th a t a llow s fo r 
lo n g itu d in a l m easurem ent o f these co n s tru c ts  w o u ld  add g re a tly  to  the 
in te rp re ta tio n  o f th e ir associa tion .
An a d d itiona l lim ita tio n  o f th is  s tu d y  is  th a t i t  w as based e n tire ly  
on se lf-repo rt data. As such  the d a ta  were c e rta in ly  su b je c t to  se lf-re p o rt 
b ias. In  order to m in im ize  th is , respondents were assu red  o f a n o n ym ity  
and co n fid e n tia lity  in  the h a n d lin g  o f th e ir  responses. R espondents were 
also assured th a t o n ly  aggregated repo rts  w o u ld  be p rov ided  to 
p a rtic ip a tin g  em ployers w ith  no in d iv id u a l responses re p o rte d . In  the 
ana lys is  o f data, w hen a  scale appeared skewed, e. g. in -ro le  
perform ance, s ig n ifica n t co rre la tio n s  were e s ta b lish e d  w ith  non- 
pa ram e tric  s ta tis tics . A ll scales u tiliz e d  (o ther th a n  the  fin a n c ia l a n x ie ty
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scale) had  p re v io u s ly  been u tiliz e d  w ith  acceptable re lia b ility  and were 
considered v a lid  m easures. In  th is  s tudy, a ll scales again reported 
acceptable levels o f re lia b ility .
A d d itio n a lly , a  m a jo r lim ita tio n  o f the s tu d y  stem s from  the fa c t 
th a t th e  sam ple w as n o t o n ly  a  m u lti-e m p lo ye r, b u t a lso a m u lti- in d u s try  
sam ple. Th is w as necessa ry  in  o rde r to o b ta in  th e  va ria tio n  across 
com pensation  co n tin g e n cy . C om pensation p la n s  are som ewhat 
iso m o rp h ic  w ith in  in d u s tr ie s  a nd  i t  w as decided th a t a  m u lti- in d u s try  
sam ple was th e  o n ly  a p p ro a ch  th a t w o u ld  ensure th e  requ ired  va ria tio n  
in  com pensa tion  co n tin g e n cy . O f course, as th e  v a ria b ility  across 
com pensation  co n tin g e n c y  w as ensured, any o th e r s im ila rity  o f 
m anagem ent s ty le , b e n e fit s tru c tu re , fo rm a liza tio n  o f po lic ies, etc. th a t 
m ig h t he lp  to c o n tro l fo r  a r tifa c tu a l re su lts  was lo s t. The o n ly  co n tro l fo r 
these a n d  o th e r e x tra n e o u s  va ria b le s  th a t m ig h t e ffec t the s tu d y  re su lts  
is  sam ple size. The sam p le  size here, fo r ana lysis, w as 255. W hile th is  
sam ple p roduced s ig n ifica n ce  fo r m odel re la tio n sh ip s , a  la rger sam ple, o r 
evidence o f congruence  o f re la tio n s h ip s  w ith  sub-categories o r o th e r 
s tu d ie s , w ou ld  enhance  th e  s tu d y  re su lts . As th is  sam ple was being 
developed, an a tte m p t w as m ade to  develop th ree  sub-categories w ith in  
th e  la rg e r sam ple. B ecause th e  S a tu rn  au to  dea le rsh ips were begun w ith  
a  h o  n e g o tia tio n ’ s ty le  o f do in g  business, they in it ia lly  pa id  th e ir sales 
represen ta tives a  s a la ry  fo r new  ca r sales. I t  w as hoped th a t th is  
d iffe re n t pay p la n  fo r  a u to  sales representa tives w ou ld  a llow  the
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developm ent o f a  sub-category (auto dea le rsh ips). T h is  category w o u ld  
in c lu d e  sales representa tives pa id  100% com m iss ion  from  tra d itio n a l 
dea le rsh ips and sales representatives pa id  e ith e r 100% sa lary, o r some 
co m b ina tion  o f sa la ry  fo r new ca r sales and com m ission  fo r used  car 
sales fro m  S a tu rn  dealerships. A second sub -ca tego ry  was a n tic ip a te d  
w ith in  the b a n k in g  sector. Through pe rso n a l con tact, a la rge  loca l 
b ra n ch  fo r a  m a jo r bank agreed to  p a rtic ip a te . T h is  bank h a d  on ly  
re ce n tly  in tro d u ce d  a  pay-fo r-perfo rm ance b o n u s  p lan . In  a d d itio n , a 
large reg iona l c re d it u n io n  also had  some pe rsonne l who w ere p a id  a 
p o rtio n  o f th e ir incom e based on perfo rm ance m easures. A th ird  sub ­
category p ro v id in g  the  requ ired  v a ria b ility  in  p a y  p lans developed w ith in  
the  fu rn itu re  re ta il sales in d u s try . Two fu rn itu re  re ta il com panies, one 
loca l and one in  H ouston Texas, th a t p a id  th e ir  sales represen ta tive  
la rge ly  on a  sa la ry  o r h o u rly  basis, agreed to  p a rtic ip a te  in  the s tu d y . It 
w as hoped to ba lance  these two com panies w ith  a  group  o f o th e r loca l 
fu rn itu re  sales o u tle ts , w h ich  pay th e ir  sales represen ta tives e n tire ly  by 
com m ission , in  o rd e r to inc lude  the  e n tire  range o f com pensation  
contingency. W hen the fin a l sam ple was review ed, however, o n ly  the 
fu rn itu re  sub-sam ple  provided a o n e -in d u s try  g roup  th a t p roduced  the 
re q u is ite  v a r ia b ility  in  com pensation con tingency. The S a tu rn  
dea le rsh ips had la rg e ly  changed th e ir  com pensation  system s to  con fo rm  
to  in d u s try  no rm s, and the  banking  sector p a id  o n ly  m in im a l in ce n tive s . 
B o th  g roups were im p o rta n t to the fu ll sam ple, however, even th o u g h  a
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s in g le -in d u s try  sub-sam ple  d id  n o t develop fo r e ither. The resu lting  
sam ple a llow ed fo r the co n tra s t o f one s in g le -in d u s try  sub-sam ple w ith  
the  to ta l sam ple, b u t no d ire c t in te r- in d u s try  con trasts.
A n o th e r lim ita tio n  o f th is  s tu d y  w as the use o f in trospective 
questions. To the  ex ten t th a t q u e s tio n s  asked to respondents as a 
m eans o f u n d e rs ta n d in g  th e ir  em o tio n a l responses and m otiva tions, the 
in s tru m e n t and  the  s tu d y  is  lim ite d . W h ile  m ost o f the  scales u tilize d  
in c lu d e  questions w h ich  appear to  re q u ire  m in im a l in trospection , the 
question  o f im p o rt is  a t w h a t leve l o f in trosp e c tio n  can a  question be 
re lied  u p o n  to  e lic it a  m e a n in g fu l response? Joseph LeDoux (1996) 
states: “ . . . th e  core o f an em otion  is  n o t an in trospective ly  accessible 
conscious re p re se n ta tion ” (p. 299). C e rta in ly  the  scales u tilize d  in  th is  
s tu d y  appear to  th is  researcher to  produce  m ean ing fu l resu lts and 
acceptable v a lid ity . W ith o u t a b e h a v io ra l co n firm a tio n , however, the 
answ er to  the  question  is  n o t w ith o u t q u a lifica tio n .
Contributions of This Study
T h is  s tu d y  p rovided  a  n u m b e r o f im p o rta n t co n trib u tio n s  to the 
o rga n iza tio n a l behavio r and  sales m anagem ent lite ra tu re . A scale to 
m easure fin a n c ia l a n x ie ty  (FAS) w as developed and va lida ted . This scale 
a llow s the  m easurem ent o f a n x ie ty  p roduced  by any n um ber o f factors 
th a t m ig h t d ire c tly  o r in d ire c tly  im p a c t the financ ia l-w e ll-be ing  o f 
em ployees. The re lia b ility  m easures and the  com parisons w ith  o ther
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s im ila r and d is s im ila r m easures provide a com fortab le  level o f v a lid ity  fo r 
fu tu re  use.
T h is  s tu d y  also developed a s ig n ifica n t negative p a th  betw een 
fin a n c ia l a n x ie ty  and in -ro le  perform ance. I f  fin a n c ia l a n x ie ty  is  
increased b y  the  in tro d u c tio n  o f incen tive  pay, com m issions, bonuses, o r 
o th e r com pensation con tingency, and i f  th a t a n x ie ty  serves to  reduce  
perform ance, the  rea l b e n e fit o f pay fo r perform ance p lans m u s t seem 
questionab le  a t best. T h is  is  especia lly  tru e  cons ide ring  th a t no  p o s itive  
connection  between com pensation  contingency and in -ro le  pe rfo rm a n ce  
w as fo u n d . W hile  th is  re la tio n s h ip  ce rta in ly  deserves fu rth e r s tu d y , th is  
is  the  firs t a tte m p t to connect perform ance to in cen tive  com pensa tion  a t 
th e  w o rke r level.
F in a lly , th is  s tudy  in tro d u ce d  the concept o f re c ip ro ca l a ltru is m  a 
fu n d a m e n ta l a lg o rith m  o f h u m a n  behavior. This ru le  o f m o ra l b e h a v io r 
casts a d iffe re n t lig h t on o rgan iza tiona l behavior. T h is  a lso deserves 
m uch  m ore s tu d y  in  the  fu tu re .
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L etter  to  P a rtic ip a n ts
D e a r S tu d y  P artic ip an t:
The a ttach ed  survey has been designed to help researchers understand the  
re la tio n sh ip s  betw een in d iv id u a l pre-dispositions, job attitudes, and  certa in  
elem ents o f pay system s. Th is  is p a rt o f a study undertaken  by the College o f 
A d m in is tra tio n  and  Business a t Lou isiana Tech U niversity. It  has been show n  
to ta k e  app ro xim ate ly  2 0  m in u tes  (or less) to com plete th is  survey. Y our 
responses are anonym ous and  no in d iv id u al data  w ill be released to yo u r 
com pany. E ach  p artic ip a tin g  em ployer w ill be given a  sum m ary o f the study  
fin d in g s  to be m ade ava ilab le  to partic ipants .
Please take  a  few  m inutes to com plete the questionnaire. Your honest 
responses w ill help  im m ensely in  understand ing  these relationships. Because  
the elem ents o f p ay included in  th is  study are com m issions and bonuses, w h ich  
are com m on elem ents in  the pay p lans fo r sales representatives, the in s tru m e n t 
specifica lly  addresses sales representatives. If your job title is not ‘sales 
representative,’ please answer the questions as you would if the questions 
addressed your job.
A fter yo u  have com pleted the survey, please seal it  in  the attached envelope and  
re tu rn  i t  to y o u r m anager. I  w ill p ick  up the com pleted surveys for inc lusio n  in  
th is  im p o rta n t study.
T h a n k  you  fo r p artic ip a tin g ,
Jam es H . T u rn e r
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APPENDIX A Questionnaire
INSTRUCTIONS: CIRCLE THE NUMBER THAT CORRESPONDS TO THE 








4. Neither Agree nor Disagree 
ANXIETY- Short Form MAS
1 I  believe I  am no more nervous than most others.
2 I work under a great deal of tension.
3 I cannot keep my mind on one thing.
4 I am more sensitive than most other people.
5 I frequently find myself worrying about something.
6 I am usually calm and not easily upset.
7 I feel anxiety about something or someone almost all the time.
8 I am happy most o f the time.
9 I have periods of such great restlessness that I cannot sit 
long in a chair.
10 I have sometimes felt that difficulties were piling up so high 
that I could not overcome them.
11 I find it hard to keep my mind on a task or job.
12 I am not unusually self-conscious.
13 I am inclined to take things hard.
14 Life is a strain for me much of the time.
15 At times I think I am no good at all.
16 I am certainly lacking in self-confidence.
17 I certainly feel useless at times.
18 I am a high strung person.
19 I sometimes feel that I am about to go to pieces.
20 I shrink from facing a crisis or difficulty.
21 I worry over money and business.
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
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J o b -In d u ce d  Tension fHouse &  Rizz-o)
1 I feel fidgety or nervous because o f m y job . 1 2 3 4  5 6 7
2 Problem s associated w ith  w ork have kept m e awake a t 1 2 3 4 5 6 7  
n ig h t.
3 M y jo b  tends to directly affect m y health . 1 2 3 4  5 6 7
4 I f  I h ad  a  different jo b , m y h ealth  would probably improve. 1 2 3 4  5 6 7
5 I o ften “take  m y jo b  hom e w ith  m e” in  the sense th a t I th in k  1 2 3 4  5 6 7
about i t  w hen doing o ther things.
6 I feel nervous before attend ing  meetings in  the organization. 1 2 3 4  5 6 7
7  I som etim es feel w eak a ll over. 1 2 3 4  5 6 7
F in an c ia l A nxiety Scale fFAS)
1. I  w orry  about being able to pay m y bills two m onths from  1 2 3 4 5 6 7
now.
2. A fter m akin g  a  sale, I frequently worry about finding the 1 2 3 4  5 6 7
n ext sale.
3 . There is  a  m ajor purchase (car, house, etc.) th a t I w ill not 1 2 3 4  5 6 7
m ake because o f financia l uncertainty.
4 . S ta rtin g  a  fam ily  and rearing  children is m ore d ifficu lt 1 2 3 4  5 6 7
because o f the financial uncertain ty.
5 . I  w ou ld  consider another jo b  offer, doing th e  same job, i f  it  1 2 3 4  5 6 7
p aid  a ll salary instead o f salary and bonus or commission.
6 . I w ould  consider going in to  m anagem ent because of a  more 1 2 3 4  5 6 7
dependable income.
Because of the commission or bonus income I earn:
7 . I keep a  larger balance in  m y checking account. 1 2 3 4  5 6 7
8 . I avoid insta llm ent purchases. 1 2 3 4  5 6 7
9 . I am concerned about consistently being able to m ake 1 2 3 4  5 6 7
enough m oney to m eet m y expenses.
10. I am concerned th a t some tim e in  the fu tu re  I w ill not be 1 2 3 4 5 6 7  
able to m ake enough m oney to m eet m y expenses.
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RESPONSE CODE: (Very False) 1 2 3 4 5 6 7 (Very True)
Role Conflict
1. I have enough time to complete my work. 1 2 3 4 5 6 7
2. I perform tasks that are too easy or boring. 1 2 3 4 5 6 7
3. I have to do things that should be done differently. 1 2 3 4 5 6 7
4. I am able to act the same regardless of the group I am with. 1 2 3 4 5 6 7
5. I work under incompatible policies and guidelines. 1 2 3 4 5 6 7
6. I receive an assignment without the manpower to complete it. 1 2 3 4 5 6 7
7. I have to buck a rule or policy in order to carry out an assignment. 1 2 3 4 5 6 7
8. I receive assignments that are within my training and capability. 1 2 3 4 5 6 7
9. I have just the right amount o f work to do. 1 2 3 4 5 6 7
10. I work with two or more groups who operate quite differently. 1 2 3 4 5 6 7
11. I receive incompatible requests from two or more people. 1 2 3 4 5 6 7
12. I do things that are apt to be accepted by one person and
not accepted by others. 1 2 3 4 5 6 7
13. I receive an assignment without adequate resources and
materials to execute it. 1 2 3 4 5 6 7
14. I work on unnecessary things. 1 2 3 4 5 6 7
15. I perform work that suits my values. 1 2 3 4 5 6 7
RESPONSE CODE: (Poor) 1 2 3 4 5 6 7 (Excellent)
Performance
1. How would you rate your own work performance? 1 2 4 5 6 7
2. How would your employer rate your work performance? 1 2 4 5 6 7
j . Compared with other salespeople working for your company,
how would you evaluate your effort? 1 2 4 5 6 7
4. Compared with other salespeople working for your company,
how would you evaluate your overall performance? 1 2 ■*> 4 5 6 7
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RESPONSE CODE:
1. Strongly Disagree 5. Slightly Agree
2. Moderately Disagree 6. Moderately Agree
3. Slightly Disagree 7. Strongly Agree
4. Neither Agree nor Disagree
Organizational Commitment
1. I am willing to put in a great deal o f effort beyond that normally
expected in order to help this organization be successful. 1 2 3 4 5 6 7
2. I talk up this organization to my friends as a great organization
to work for. 1 2 3 4 5 6 7
3. I feel very little loyalty to this organization. 1 2 3 4 5 6 7
4. I would accept almost any type of job assignment in order to
keep working for this organization. 1 2 3 4 5 6 7
5. I find that my values and the organization's values are
very similar. 1 2 3 4 5 6 7
6. I am proud to tell others that I am part of this organization. 1 2 3 4 5 6 7
7. I could just as well be working for a different organization as
long as the type o f work was similar. 1 2 3 4 5 6 7
8. This organization really inspires the very best in me in the way
of job performance. 1 2 3 4 5 6 7
9. It would take very little change in my present circumstances to
cause me to leave this organization. 1 2 3 4 5 6 7
10. I am extremely glad that I chose this organization to work for
over others I was considering at the time I joined. 1 2 3 4 5 6 7
11. There's not too much to be gained by sticking with this
organization indefinitely 1 2 3 4 5 6 7
12. Often, I find it difficult to agree with this organization’s policies
on important matters relating to its employees. 1 2 3 4 5 6 7
13. I really care about the fate of this organization. 1 2 3 4 5 6 7
14. For me this is the best of all possible organizations for
which to work. 1 2 3 4 5 6 7
15. Deciding to work for this organization was a definite mistake
on my part. 1 2 3 4 5 6 7
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RESPONSE CODE:
1. Strongly Disagree 5. Slightly Agree
2. Moderately Disagree 6. Moderately Agree
3. Slightly Disagree 7. Strongly Agree
4. Neither Agree nor Disagree
Intrinsic Job Satisfaction
1. Our agency does a good job at encouraging professional growth. 1 2 -> 4 5 6 7
2. I get a feeling of accomplishment from the work I am doing. 1 2 •*> 4 5 6 7
J  . My job is an interesting one. 1 2 -■» 4 5 6 7
4. My firm offers opportunities for growth as a career underwriter. 1 2 4 5 6 7
5. My work here has real meaning. 1 2 4 5 6 7
6. I am proud to tell people what I do for a living. 1 2 4 5 6 7
7. If I perform well in this job, I will have opportunity for promotion. 1 2 -> 4 5 6 7
8. I am recognized here for doing a good job. 1 2 - * 4 5 6 7
9. This job is challenging. 1 2 4 5 6 7
10. This job allows me to work without direct supervision. 1 2 3 4 5 6 7
Extrinsic Job Satisfaction
1. I am satisfied with my compensation plan. 1 2 -V 4 5 6 7
2. I am satisfied with my earnings as a sales rep. 1 2 4 5 6 7
->o. My earnings are fair in relation to efforts expended. 1 2 4 5 6 7
4. I am satisfied with my probable future earnings with this
company. 1 2 ~> 4 5 6 7
5. The public’s attitude toward my company is good. 1 2 -» 4 5 6 7
6. I am satisfied with my benefit plan in general. 1 2 -» 4 5 6 7
7. The public’s attitude toward sales people is good. 1 2 *■»o 4 5 6 7
8. The policies of my employer make my job more difficult. 1 2 4 5 6 7
9. My job is secure. 1 2 -* 4 5 6 7
10. The working conditions here make it easier to do a good job. 1 2 -» 4 5 6 7
11. The people I work with make it easier to do a good job. 1 2 4 5 6 7
12. My supervisor is a real asset to me in doing my job. 1 2 3 4 5 6 7
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Organizational Citizenship Behaviors 
Helping
1 I often help other sales reps who have work-related problems. 1 2 3 4 5 6 7
2 I often take time to help recruit and train new sales reps. 1 2 3 4 5 6 7
3 I check with co-workers before taking any actions which might affect 1 2 3 4 5 6 7
them.
4 I try to prevent problems with other sales reps/personnel I work with. 1 2 3 4 5 6 7
5 I always encourage other sales reps when they are down. 1 2 3 4 5 6 7
6 I try to help resolve disagreements among my co-workers. 1 2 3 4 5 6 7
7 I am a stabilizing influence when disturbances occur. 1 2 3 4 5 6 7
Civic Virtue
8 I attend functions which are not required but which help the company 1 2 3 4 5 6 7
image.
9 I attend training and education sessions beyond company 1 2 3 4 5 6 7
requirements.
10 I attend and participate in all sales meetings (even when not required). 1 2 3 4 5 6 7
Sportsmanship
11 I complain a lot about even trivial matters. 1 2 3 4 5 6 7
12 I find fault with company initiatives and policies. 1 2 3 4 5 6 7
13 I find myself making problems bigger than they are. 1 2 3 4 5 6 7
14 I focus on what is wrong about my situation rather than what is 1 2 3 4 5 6 7
positive about it.
Customer Oriented Behavior
15 I advise clients in areas that will not make me any money. 1 2 3 4 5 6 7
16 I introduce clients to people who might help them with work (or non- 1 2 3 4 5 6 7
work) problems.
17 I refer people to my clients'businesses. 1 2 3 4 5 6 7
18 I introduce mv clients to one another socially. 1 2 3 4 5 6 7
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INTENT TO LEAVE
RESPONSE CODE: (Very Low) 1 2 3 4 5 6 7 (Very High)
Haw would you rate the:
1. Likelihood you will leave this job in the next three months. I 2
2. Likelihood you will leave this job in the next six months. 1 2
3. Likelihood you will leave this job in the next year. 1 2
4. Likelihood you will leave this job in the next two years. 1 2
How often, if ever, have you seriously considered quitting your present job?
(Circle your response)
I. 2. 3. 4. 5.
Never Seldom Occasionally Often All the Time
Compensation
The next three questions will tell us something about how you are paid. We would like to 
know how much of your pay comes from bonuses, commissions, and other performance- 
based mechanisms. This includes any performance awards that you expect.
1. The percentage of my income two months from now that is 
dependent on my sales results between now and then is:
2. The percentage of my income six months from now that is 
dependent on my sales results between now and then is:
3. The percentage of my income twelve months from now that
is dependent on my sales results between now and then is:
3 4 5 6 7
3 4 5 6 7
3 4 5 6 7
3 4 5 6 7
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Y o u r responses to  th e  d e m o g ra p h ic  q u e s tio n s  below  w ill be used fo r 
re se a rch  p u rp o ses  o n ly . In d iv id u a l resp o n ses  are  k e p t s tric tly  
c o n fid e n tia l. P lease c irc le  th e  c o rre c t resp o n se  o r f ill in  th e  requested  
in fo rm a tio n .
Individual Data
A. How long have you been with H. Company Name
your company?
B. What is your gender?
1. F em ale
2 . M a le I. What is your
race?
1. A fric a n
A m erican  
C. Age.
Is la n d s
2 . A s ia n /P a c ific
D. Height
3 . C au c as ian
4 . H is p a n ic




1. A re  yo u  b u y in g  y o u r hom e?  Y es N o
2 . I f  yes, a m o u n t o f m o rtg a g e ___________
F. Number of Dependents. J. Marital Status
1. S ing le
2 . M a rrie d
3 . W idow  (or
4 . D ivorced
H. Highest grade level completed: K. 1998 Income
(E x a m p le : H ig h  S chool G ra d u a te  = 12)
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